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EPIGRAPH 
"Simply put, the idea of cultural toughness is that some 
cultures are more difficult to adjust to than others . " 
J. Stewart Black, Hal B. Gregersen, Mark E. Mendenhall, Global 
Assignments: successfully expatriating and repatriating international 
managers, Jossey-Bass, 1992. 
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ABSTRACT 
Corporations operating in a global setting are faced with many training 
problems. Who should be trained is almost the easiest question, since the answer is 
everyone. The methods for making such training effective are where we fall short. 
Global training takes many forms: globalization education, short term training for 
overseas assignments, expatriate management adjustment training, global customer 
services training, and designing and putting into place training programs for 
facilities all over the world. The training is diverse, just as the people who we 
propose training are diverse. Cultural differences, principles, values and techniques 
all impact on the various forms of training and trainees. People like to do things the 
way they have always done them. Many say we should adjust to local likes. The 
problem is, we are in this new place because we believe we can offer something 
new. The local people may well not like what we do, but they are being paid by us 
to do it. That is the leverage, and the conflict. Cultural sensitivity is necessary, but 
it cannot be dominant. We must establish a training policy based on the minimum 
necessary change to obtain the maximum benefit to the organization. That requires 
a systematic approach to training coupled with identifying the changes most needed. 
This research points the way to achieving those objectives. 
xvi 
INTRODUCTION 
Purpose 
This dissertation is designed as a comprehensive analysis of the nature of 
global training, organization development and related educational business needs, 
with a particular emphasis on problems involved with cross-cultural training in an 
applied setting. The intent is to demonstrate the importance of customizing training 
and education for corporate and other organizations, and to illustrate the 
effectiveness of the proposed concept of minimum necessary change in adapting 
corporate training programs to new cultures. The central core of this study is the 
thesis that cross-cultural business training and education must be based on the 
concept of the minimum necessary change in training content, techniques, and values 
in order to maintain organizational consistency. While primarily qualitative in 
nature, the study uses several quantifiable measures to aid in differentiating issues 
relating to cultural toughness, 1 and comparative analysis in identifying differences 
among cultures. The key advance proposed by the study is in the area of 
transporting global training programs to other cultures by applying a new system of 
identifying the minimum necessary change needed to be made in the specific training 
program. 
2 
Point of View 
The primary concern is training and educating in a corporate or 
organizational environment, in a manner that works in each country, culture or 
ethnicity. The purpose is not a search for universal norms, but rather finding ways 
to make adjustments to training programs to fit local cultures. Thus, the point of 
view goes beyond international (which still implies nation-state and home-office) to 
global. Global is the all encompassing term. It is recognized that many of the cases 
and situations described in this dissertation are based on Americmi1 experience, and 
that often does not apply in another cultural context. Although I have done a great 
deal of training in a great number of diverse locations around the world,3 I realize 
that I must state the obvious: I am an American, and although I am well-traveled, 
my base experience is in the U.S.A. At best, I am only approximating the 
experiences of those who live elsewhere. Since selected aspects of this dissertation 
are based on my experiences, I shall use the first person singular in the dissertation 
in order to avoid awkward third person statements. Also please note that italics are 
used to emphasize key concepts of issues. 
Personal Experience 
As a practitioner in the field of training, I have been collecting, writing and 
publishing material (texts and case studies) as well as published research in the field 
of global human resource development for many years. I have done business in 
approximately sixty countries, and much of that work has involved training and 
organization development, as a practitioner and/or an academic. My initial training 
experiences, as with so many other trainers, came through teaching -- Junior High 
School and Senior High School (1958-61). As an officer of an international labor 
union (1962-75),4 I developed a ten-site U.S. Job Corps program for training and 
developing disadvantaged youths and placing them in productive jobs. I also 
organized and conducted a number of leadership training programs for trade union 
officers, both in the U.S. and internationally for people from other countries. After 
leaving the union, I formed a consulting firm (1976 to present),5 initially focused on 
training in the U.S. Since my trade union and railroad experience also involved 
extensive international work, I expanded the training efforts internationally. I view 
myself as a global trainer. 
3 
Coming to the Institute of Human Resources and Industrial Relations, Loyola 
University Chicago (HRIR) in 1984, I established a series of domestic and 
international training programs focused on corporate and organizational needs, 
including such areas as supervision, management, human resources, industrial 
relations, negotiating, sexual harassment, diversity, and various globalization 
programs. At HRIR, I developed a global human resource management 
concentration that remains the most extensive in the field. I also teach a course on 
training and development (domestic), another on global training, and a third on 
global human resource management. Starting with the fall semester of 1996 I am 
assuming the additional duties of Graduate Program Director for a newly configured 
Master of Science in Training and Development (MSTD), titled Program in Training 
and Development. 6 Loyola University Chicago gave me the opportunity to combine 
the experience of training practitioner and academic. 
First and foremost, then, I am a trainer and, I like to think, a global trainer. 
It is from these sometimes disparate but complementary positions, that I address the 
reader. 
Literature, Publications and Global Training 
In addition to my own experience, this dissertation draws heavily on 
published and unpublished materials by others. The popular training press regularly 
covers issues of preparing managers to become expatriates or encouraging respect 
for cultural differences when working in another culture. The international 
academic press has a similar, if more complicated task, since it must deal with 
language differences. The number of international peer reviewed journals is clearly 
increasing. Similarly, interest in internationally specific case studies is increasing, 
although primarily in the management arena. 7 
The primary focus of the global literature is still centered around the 
selection, preparation, training and support of expatriate managers. The subject is 
very important, because failure in an expatriate assignment can be quite destructive 
and expensive. Expatriates, however, are a very small part of the overall global 
human resource management field. Consequently, the dominance of the subject 
probably distracts many from other really important issues. Very little (other than 
advice about how one points their feet when meeting with Arabs, shakes hands with 
Malaysians, points or doesn't in appropriate places, and other such titillations) is 
offered with regard to preparing employees in general for globalization. Finally, 
4 
5 
while corporations are increasingly seeking methods of rationalizing employment and 
organizational systems on a global basis, there is little said about the training 
systems they use for this purpose. 
In practice (not literature), I am aware that many large corporations simply 
export existing corporate training programs to foreign subsidiaries with little or no 
local input or cultural adaptation. For example, Baxter-Travenol Corporation 
(Baxter) has a program for training their world-wide staff in the basic values of the 
corporation. The initial impetus for this appears to have arisen from Baxter's 
dispute with the U.S. Government, which found that Baxter had violated the 
government's boycott on trading with Libya. The Chief Executive Officer of Baxter 
developed a white paper expressing the key values of the company, which went 
through a process of review, revision, and finally, acceptance on the American side 
of the company. This is what corporations call buy-in. The near-ready training 
program was then discussed with units of the company outside the U.S. and, finally, 
turned into a training program. 8 That program is currently being carried out 
throughout all of Baxter's worldwide operations. Buy-in (acceptance or ownership 
in corporate-talk) to the values training is very good, but that is partly because: 1) 
the values are so vague and universalistic in nature that most cultures find them 
acceptable; and 2) the values are not expressed in day-to-day applied terms. 
To illustrate, if I advocate the truism Do unto others as you would have them 
do unto you, most people would buy-in. However, if someone sticks a gun in my 
face, I am not likely to think about a Do unto oikers solution. The expressed value 
is not relevant to the real situation. Finally, no matter how you rationalize the 
Baxter development process, the overseas input was belated and only solicited after-
the-fact. Thus, direct values training as practiced by Baxter is really quite different 
from most training situations. 
6 
Another more direct example of transporting training programs concerns 
Budget Car Rental. Budget has two English-speaking videos explaining their 
customer services policies. These were developed for U.S. usage, and appear to 
have yielded good results. Budget has a policy of using English in all of its training 
materials. When Budget expanded overseas, it continued this English-only policy 
because the overwhelming majority of their customers in foreign locations are 
Americans. In foreign locations, Budget requires that all managers, counter and 
telephone personnel speak English. Those who clean and maintain the autos do not 
have to speak English, but they are required to watch the English-speaking tapes. 
Local managers are expected to explain the English tapes to their mechanics. Since 
many managers know less about maintaining automobiles than do their non-English 
speaking mechanics, one can readily see the array of problems that arise. 9 
What seems clear is that this type of problem with exported training 
programs is increasing rather than decreasing. Either ignorance or the need to 
reduce costs is a siren that attracts those who know better than to go ahead and 
transport a nationally based training program to an entirely different culture. On the 
subject of transporting training, the silence among the journals is deafening. What 
appears to be missing in the literature is the issue of direct training in foreign 
locations using corporate training programs. 
Global Training 
The focus of this dissertation is most specifically based on the void 
surrounding the transport of corporate/ organizational training programs to other 
cultures. The void of knowledge and limited understanding exists regardless of the 
country of origin. Americans are forever introducing American training programs 
in locations outside the U.S.; Japanese are forever introducing Japanese training 
programs outside Japan; and so on. Few seem to realize that there is a need for 
changes in there program offerings. 
Finally, there is a great need to interrelate training, global training and the 
export of training to other countries. Therefore, this work is also about general 
global training and the role of trainers and educators in that field. The first subject 
(transporting training programs across cultures), cannot be dealt with except in the 
context of the field of global training. 
Plan of the Dis.sertation 
In addition to this introduction, there are nine chapters in the dissertation. 
Chapter 1 is a formal statement/description of the problem, a review and application 
of the literature to the theoretical framework (context, cultural toughness and 
minim-um necessary change) in which the subject is being treated, and a broad 
overview of the field of global training and education. This will include a 
description of global training and education issues related to trends, changes, and 
roles in the field and a comparative explanation of the theoretical framework for 
7 
8 
applied global training programs. Chapter 2 Contains a series of components related 
to the rise of global training, trends in human resource devel-0pment, areas such as 
needs analysis, various forms of training, global education support functions, global 
organization development and intervention functions, working in the field. Chapter 
3 is focused on global clients and how they function, including descriptions of the 
corporate globalization process, non-government organizations (NGOs), contract 
training in the development field (UN, UNESCO, World Bank, etc.), as well as 
some of the trends and problems in the development world. Chapter 4 describes 
forms of corporate culture and its impact on global training. It also explores the 
present selection processes for foreign assignments and includes some suggestions 
for improvements in this process. 
Chapter 5 is the first of three Chapters (Training Our Own, Chapters 5, 6, 
and 7) focused on U.S. based training in global settings and dealing with specific 
kinds of global training programs, each with a model of an appropriate form of 
global training. Chapter 5 deals specifically with globalization training designed for 
a wide level of corporate recipients. It also deals with the limited training issues 
that impact on short-term training designed for specialists who will be working 
overseas. Chapter 6 focuses on the very special needs of expatriate manager 
training, a long-term global training project. It is an example of a very 
comprehensive global training plan, and has been the subject of considerable interest 
among managers and the writers for some time. Chapter 7 focuses on training 
programs rather than the training of individuals. This chapter opens the most 
difficult aspect of global training, and the one that is the major focal point of this 
dissertation research project: globally transporting training programs under the 
concept of minimwn necessary change for maximum benefit. 
9 
Chapter 8 introduces various approaches to adapting training curricula, 
including an initial orientation to the concept of training values and techniques and 
identifying these in training program designs and operations. The effort here is 
identification of these components, whether expressed or hidden within a given 
training program. Once identified, they can be compared and evaluated using 
traditional comparative methods. Comparative techniques will be used, and a 
training model10 will be introduced for use in identifying how one reaches these 
principles, values and techniques. This chapter is also the practical application of 
the BASIC SUPERVISION'™ model in a global training setting. Included will be a 
demonstration of how to apply the concept of minimum necessary change for 
maximwn benefit by actually showing how the model would be adjusted for different 
national cultures. 
The dissertation concludes with Chapter 9. Here, an attempt is made to look 
into the future of global training, including the impact of distance learning, the 
internet, and other varieties of new forms and functions that will impact on training, 
and an overall conclusion. 
Discussion Of Theory And Methodology 
This study is anchored on current principles and practices in global business 
training. An effort is made to apply and adapt current training concepts to the 
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global setting. Considerable attention is given to the social learning theory set forth 
in Albert Bandura11 and Talcott Parsons' earlier seminal work, The Social 
System. 12 Parsons developed the idea that there are five dichotomies systems 
people use to organize themselves into a social system (Neutral vs. Emotional, 
Individualism vs. Collectivism, Universalism vs. Particularism, Achievement vs. 
Ascription, Specific vs. Diffuse). These dichotomies appear to provide useful 
structural categories in which to describe people and cultures. 
Albert Bandura stated that: 
In the social learning view of interaction, which is analyzed as a 
process of reciprocal determinism, behavior, internal personal factors, 
and environmental influences all operate as interlocking determinants 
of each other. 13 
Thus, the notion of unidirectional determinism is rejected in social learning 
theory. It is replaced with the concept that the way we function is a matter of three 
variables acting in a reciprocal manner to create an ongoing readjustment process. 
If we combine this idea with Parsons five variables, using them as a framework for 
interaction with Bandura's four processes (the activities that constantly go on inside 
the parsons construct), we have a possible theoretical explanation of how social 
learning and social systems (i.e., an interactive and reciprocating system). 
In the context of training, this theory points us toward using techniques that 
reinforce, absorb, and build on a vast number of variables. It is no longer a 
Skinnerian mindset of going from A to B. Instead, learning can be developed on 
multiple levels in a multi-directional manner. The learning gaps from Rousseau to 
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Piaget to Bandura are bridged, by introducing hard data in a diffuse manner. Babies 
learned how to do this long before we, as adults, drafted theories. A more 
extensive presentation on the value of this in relation to training is presented in 
Chapter 1. 
The application of the general theory is based on the global work of Nancy 
Adler, particularly with regard to her work on mental maps; 14 and on the work of 
J. Stewart Black, H.B. Gregersen, and M. Mendenhall, with regard to the concept 
of toughness in foreign assignments and degree of rigor needed in cross-cultural 
training ejfectiveness. 15 It is also based on work of my own and my colleagues, 
Linda Stroh and Tim Cramer as presented in "Predictors of Expatriate Adjustment," 
International Journal of Ori:anizational Analysis. 16 These theoretically based 
studies provide a framework for the dissertation. 
Additional works by myself and others dealing with cross cultural and global 
training issues include: Take this job and .... , a case study on the lack of training for 
expatriates, Dennis and Stroh;17 a video on problems of expatriate adjustment and 
training, Dennis and Stroh; 18 a text on effective training in the workplace, Dennis 
and Onion; 19 a paper focused on the need for more effective selection of managers 
and training, Haslberger and Stroh;20 a case study on fairness in cross cultural 
settings, Stroh and Dennis;21 and an interview with a leading Vietnamese woman 
on training needs and the role of women in Vietnam, Stroh and Dennis. 22 All of 
these sources, and many more listed in the bibliography, inform us on some of the 
central issues of global training, most particularly regarding expatriate managers and 
the training of expatriate managers. 
I have found no dissertations dealing with global training regarding 
transporting training programs, cultural toughness, minimum necessary change, or 
the context in undertaking such an effort. I have noted a few theses earlier, which 
were conducted under my tutelage. 
Methodologically, this study will use comparative research techniques and a 
limited amount of quantitative analysis. Included in this are long established 
measures of cultural differences as well as some new models and methods that can 
be used to determine the difficulties of an assignment and/ or training program. 
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The Core Subject 
The central core of this study is the idea that cross-cultural business training 
and education must be based on the concept of the minimum necessary change in 
content, techniques, and values in order to maintain organizational. consistency. 
Thus, cultural awareness training, cross-cultural training, preparation of managers 
for expatriate assignments, and transporting corporate training programs to other 
countries will, in the long run, be most effective globally if their goal is aimed at 
consistency. This is viewed as the most appropriate approach that can be used in a 
global business context. Using the idea of minimwn necessary change operating in a 
global context does not mean ignoring cultural differences. On the contrary, 
cultural differences must be identified, examined, and then clearly selected and 
targeted in terms of needed changes. However, having done that, one must also be 
very selective about which changes will be made. Thus, I seek to devise training 
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and educational cross-cultural methods that are based on context, cultural toughness, 
and the minimum necessary change on a country-by-country basis to achieve the 
optimal organizational benefit. 
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ENDNOTES 
1. "Simply put, the idea of cultural toughness is that some cultures are more 
difficult to adjust to than others." From: the book Global Assignments. Successfully 
Expatriatin~ and Repatriatin~ International Managers, by J. Stewart Black, Hal B. 
Gregersen, Mark E. Mendenhall. Jossey-Bass, 1992. 
2. Most of my initial experience was with the U.S., Mexico and Canada, and I 
use the term American in that context. Most U.S. citizens use the term American to 
cover only the U.S.A. 
3. I have been very fortunate in being able to train/work in about sixty or 
more countries. These include: Australia, Austria, Bahamas, Belgium, Bermuda, 
Bhutan, Brazil, Cambodia, Canada, Costa Rica, Curacao, Czech Republic, Dominican 
Republic, East Germany, Egypt, Ethiopia, Finland, France, Greece, Guadeloupe, 
Haiti, Hong Kong, Hungary, Indonesia, ltaly, Jamaica, Japan, Korea, Liechtenstein, 
Lithuania Luxembourg, Macau, Malaysia, Mexico, Morocco, Netherlands, New 
Zealand, Nigeria, Pakistan, Panama, People's Republic of China, Peru, Philippines, 
Poland, Poland, Singapore, Slovakia, Sweden, Switzerland, Tanzania, Thailand, 
Trinidad, Tunisia, Turkey, United Kingdom, Vatican City, Vietnam, West Germany, 
Zambia. The greatest amount of training time has been spent in Asia and Eastern 
Europe. 
4. Brotherhood of Railway & Airline Clerks, Freight Handlers, Express and 
Station Employees (BRAC), now called Transportation Communication Union (TCU). 
Starting as a railway yard clerk at the Chicago & North Western Railway, where 
most of my relatives worked, I made my way up to International Vice President. In 
that process I moved to Washington, D.C. representing the Union, and had my first 
opportunities to travel internationally. 
5. D.C.ASSOCIATES, INC., established in 1976, currently a sole-
proprietorship. 
6. The MSTD degree program is called Program for Training and 
Development, and will combine courses from the School of Education, the Institute of 
Human Resources and Industrial Relations, and the Center for Organization 
Development. 
7. See, for example the following published case studies: 
Leslie E. Dennis and Linda K. Stroh, "Take this job and .... " International 
Journal of Organizational Analysis, (1, I, 85-96, 1993). 
Linda K. Stroh and Leslie E. Dennis, "An interview with Madame Nguyen 
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Minh Hoa: Vietnam's move to a market economy and the impact on women in 
the workplace, 11 The Industrial Organizational Psychologist. (1996 in press). 
---
"What's fair is fair: affirmative action on the global scene, 11 Journal 
of Management Education, (1994). 
8. Deborah Smith, The Modification and Implementation of Shared Values in 
Europe. HRIR 448 Final Paper, unpublished, Loyola University Chicago, (May 
1995). The implementation of shared values took almost three years. 
9. As a consultant, I was given the video training tapes to review in 1995, and 
immediately faced the reality of how difficult it is to bridge the corporate culture gap. 
10. Leslie E. Dennis, BASIC SUPERVISION1'M. Proprietary training program 
developed by author, 1996 (current). Included as Appendix 1 in this dissertation. 
11. Albert Bandura, "The self system in reciprocal determinism. 11 American 
Psychologist," (33 4 1978): pp.344-58. 
___ , Social Foundations of Thought and Action: A social cognitive theory, 
(Englewood-Cliffs, NJ: Prentice-Hall, 1986). See also extensive bibliography 
of Bandura's work in this area in Chapter 1. 
12. Talcott Parsons, The Social System, (N.Y.: The Free Press, 1951). 
13. Albert Bandura, 1978. pp.344-346. 
14. Nancy Adler, International Dimensions Of Organizational Behavior, 
(Boston; Kent, 1988). 
15. J. Stewart Black, Hal B. Gregersen, and Mark E. Mendenhall, Global 
Assignments, (San Francisco, Jossey-Bass. 1992). The work of Black, Gregersen and 
Mendenhall is seminal in this field. I have been able to construct a series of useful 
tools based on their theoretical work. 
16. Linda K. Stroh, Leslie E. Dennis, and Tim Cramer, "Predictors of 
expatriate adjustment, 11 International Journal of Organization Analysis. (April, 1994). 
This work was based on approximately 500 expatriate respondents. 
17. Leslie E. Dennis and Linda K. Stroh, "Take this job and ... ," International 
Journal of Organizational Analysis, (1, 1, 85-96. 1993). This case study was 
developed based on direct experience in Malaysia over a period of 10 years. 
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18. Leslie E. Dennis and Linda K. Stroh, Going Global: The Expatriate 
Experience, Video, Institute of Human Resources and Industrial Relations, Loyola 
University, Center for Instructional Design, Loyola University Chicago, 1992). 
When we started the global human resources track there was only one set of video 
tapes, Copeland and Griggs 1986 Going International. It did not deal with some of 
the more troubling issues we had uncovered. Thus, we wrote our own video for 
classroom and training use. 
19. Leslie E. Dennis and Meredith Onion, Out-In-Front: Effective supervision 
in the workplace, (National Safety Council, 1990). In its second printing, Out-In-
Front was developed simultaneously with the Basic Supervision training program. 
Both are in current use for manager and supervisor training in the U.S. and 
internationally. However, although sensitive to multi-cultural issues, both lack a truly 
international perspective. Thus, I realized they could become good vehicles as a 
surrogate model for U.S. training programs, and have so used them in this 
dissertation. They are fairly typical of the genre. 
20. Arno Haslberger and Linda K. Stroh, "Development and selection of 
expatriates, 11 Human Resource Development Quarterly, (3_, ~- 1992). 
21. Linda K. Stroh and Leslie E. Dennis, "What's fair is fair: affirmative 
action on the global scene, 11 Journal of Management Education, (1994). Again, this 
originated with experiences I had working with Malaysians. 
22. Linda K. Stroh and Leslie E. Dennis, "Interview with Madame Nguyen 
Minh Hoa: Vietnam's move to a market economy & the impact on women in the 
workplace, 11 The Industrial Organizational Psychologist: Q..l, 1_, pp 37-42, 1994). 
Conducting a 1992 training program in Vietnam, we had the opportunity to interview 
a leading player in the emerging market economy of Vietnam, and observe the 
continuing dominance of ideology when addressing issues of training. 
CHAPTER 1 
THE PROBLEM wrm REGARD TO GLOBAL TRAINING 
Chapter 1 examines the interrelationship between global training and education 
in the context of both an applied and an academic approach. This is followed by a 
stipulated definition of global training. Selected aspects of the impact of cultural 
differences in a global environment are discussed. The positive and negative effects 
of aspects of the nation-state on virtually all global training and education are also 
explored. The role of cultural differences in a global environment is placed in a 
context of both nation-state and functional use in dealing with divergent peoples. 
This chapter forms the foundation for the structural framework of the 
dissertation, since it provides a viewpoint of the context of global training and defines 
it. The chapter also touches on issues of the nation-state and ethnonationalism, which 
have an important impact on global training. In addition, this chapter also introduces 
the subject of how global training relates to a global viewpoint as well as a local 
viewpoint, using the new adage of think global~ act local. Finally, the chapter ends 
with a review of the work of numerous scholars who seek to define global training, 
including the concepts of cultural toughness and minimum necessary change. 
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Global Training and Education 
Global training and education is a kind of amalgamation of two fields of study 
(applied training, and research/ support-oriented education). Training represents the 
very applied business side of the process while education represents the more formal, 
or academic, side. Businesses frequently draw from both sides. 
A general definition of global training requires the combination of both the 
academic and the applied, although the applied clearly dominates when it comes to 
training. Applied training, as used throughout this work, refers to the direct delivery 
of skills-based information, values and techniques. lt is usually time limited and 
specific to an immediate set of problems. Academic training is usually concerned 
with theory and long-term impacts. 
A stipulated definition of international education is a necessary step in 
defining terms. Gerald L. Gutek formulated the following definition: 
1 
2. 
3. 
the informal, nonformal and formal educational relationships among 
peoples of various nation-states; 
those issues that are global in nature and transcend national boundaries; 
the emergent trends that are creating greater interdependency and 
interrelationships among people as members of a global society .1 
While it is arguable that the Gutek definition is sufficiently all-encompassing 
as to include the term culture by implication, it seems useful to add the word (culture) 
to this definition. This draws special attention to the impact of culture in a global 
setting. 
The Gutek definition can also be used in an applied manner by interrelating the 
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American multi-cultural experience (diversity) with traditional international education. 
In that way, the focus shifts to global and multi-cultural relationships in international 
education. This is in contrast to a traditional and/or comparative international 
education approach. The proposed embellished definition further includes the 
importance of relating international education and training to our own domestic 
pluralist experiences and informs us of our internationally related heritage in that 
process. 
Thus, building on Gutek, the revised general and stipulated definition of global 
training and education, as used in this work, is as follows. 
Global training and education is a process of examining: 
1. Informal, nonformal and formal educational and training relationships 
among peoples of various nation-states and their cultures; 
2. Issues that are global in nature and transcend national boundaries; 
3. Emergent trends that are creating greater interdependency and 
interrelationships among people as members of a global society; 
4. International interrelationships of educational, training and cultural 
similarities and differences between the United States and other 
locations, and; 
5. Applied use of business and organizational training and education in 
global settings. 
While very encompassing, the stipulated definition provides a useful working 
description of the subject in its present state. 
Cultural Differences in a Global Environment 
The United States has historically been a cultural melting pot. While 
sometimes not necessarily melting very smoothly, the American multicultural mix has 
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always been fluid, including a mix of English, Irish, German, African, Hispanic, 
Scandinavian, Central European, Southern European, Northern European, South, East 
and Northern Asian, Middle Eastern and North African. These are just a part of the 
peoples who have joined the original Native American inhabitants of the U.S. The 
U.S., of course, is itself just apart of the vast North American continent. This has 
produced a diverse multicultural mix of people in the United States, a people who 
mostly call themselves Americans. 
That term, Americans, is descriptive of all of the Americas, and is not limited 
to the United States. Yet, within the U.S., this wide range of people draw their 
strengths and differences from two sources (their present communities in the United 
States and the origins of those communities in other lands and places). People in the 
Americas, including most but not all Native Americans, always have at least two 
homes: their present abode and the ancestral place of their heritage. As our diversity 
continues and people spread across the land, that one generalization of two homes still 
stands, although many do not know the specific place of origin of their ancestral 
home. 
The complexity of our global world compels us to take a global world view. 
We do this in part to create greater multicultural respect for diversity by exploring 
how these customs, practices, and thinking styles that form us influence education and 
training on a local and a global basis. The adage Think Global, Act Local is one that 
will recur in this work. 
Our language accents and usage, in spite of world wide television and radio, 
continue to maintain what we call geographic differences. These are, in fact, 
differences based on places of origin that are mostly outside the United States. The 
current fashion of conducting diversity training in U.S. corporations as an effort to 
value diversity tends to flounder because we do not look back at our cultural origins 
and because we have never valued diversity for the sake of it. We probably never 
will value diversity as such. 
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We do exist in an amazing global environment. Our experiences with 
diversity in the United States can become the basis for a greater role in world-wide 
global business. The theoretical potential of bringing our diverse heritage to bear on 
global training is enormous. Our schools could use that diversity to train students for 
global work. Our trainers could be in the forefront of innovative ways to interrelate 
cultural and business opportunities in training others for working in a global 
environment. 
The problem is, it is just not happening that way. Our schools are focused on 
acting locally, but not on thinking globally. Business and schools are the vehicles of 
much of our mandated social engineering. And that, at its core, is why we have 
problems in the global training arena: many people are not thinking globally and/or 
acting locally. 
Nation-States 
There are roughly 190 countries in the world, depending on how you define 
country or nation-state, and whatever might have happened last week. Map makers 
are having a hard time keeping up with the name changes and boundaries of our ever-
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changing global scene. The break-up of the former USSR is the most dramatic 
change on the current world stage, with a spinning-off of political, economic, 
ethnographic and ideological structures into new nation-states, re-instituting former 
nation-states, carving out regions that had never really functioned as nation-states and 
simply declaring them a nation-state. An acquaintance told me story of his great 
grandfather, who was born and died in a simple stone cottage in the countryside 
outside of Minsk. During his lifetime, he has been a Pole, Russian, White Russian, 
Soviet, German and a Ukrainian. He never moved, and never left his village. But 
the nation changed, and changed again, and again. 
Thus, on the one hand, we could conclude that nation-states are very transitory 
things. For example, the nation of Czechoslovakia was an amalgamation of Bohemia 
and the Czech Lands, plus Moravia and Slovalcia. In modem history (say from 1700 
on), Bohemia was clearly a nation-state, while the others were less politically 
evolved. With the closure of World War I, Czechoslovakia was established, was 
subsequently conquered by Germany, and then freed at the conclusion of World War 
II. The freedom was short-lived, since USSR took effective control of the Republic. 
Following the demise of the USSR, Czechoslovakia re-emerged to find significant 
problems between its two major ethnic groups, the Czechs and Slovaks. They tried to 
solve this with some renaming (the short-lived Czech and Slovak Republic), and 
finally carried out a mutual, peaceful (if not happy) splitting off into two nation-
states: the Czech Republic and the Republic of Slovakia. Thus we have two nation-
states where there was one. 
Since more and more nation-states are being created (some would say re-
created), one cannot conclude that the transitory nation-state is on its way out. 
Chameleon-like though it may be, the nation-state is here to stay. 
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The nation-state usually encompasses a set, or sets, of cultural values, customs 
and practices, often including one or more religions. It is this combination of culture 
and/or religion that seems critical to the existence of the nation-state or more clearly 
defines it. If there is a large, dominant culture/religion base, the nation-state seems 
to be more stable (for example, Japan). If there are major competing cultural values 
and\or religions, the nation-state tends to have internal conflicts which can lead to 
splitting or restructuring the nation-state, including, of course, outright war (the 
former Yugoslavia). 2 
Thus, although we are attempting to look at a global view, we usually start 
and end on something to do with nation-states. The popular concept of think 
global/act local is a good example of this. Because we are organized as nation-states, 
we must always be careful to look at, and act on, the nation-state or local 
viewpoint/level. This breaks down into locales or units some-times smaller than the 
nation-state (the Montana Freemen militia/country, the Greeks v. Turks in Cyprus) 
or sometimes bigger than a single nation state (Armenian Diaspora, Israel), or 
sometimes overlapping many nation-states (Kurdistan). Acting local also means really 
local. As set forth by Chadwick Alger, acting local means people within a 
community determining needs, beginning to build relationships, identifying global 
relationships by reaching out from the existing diverse population to others outside the 
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community, outside the state, and outside the nation-state. 3 This local view becomes, 
slowly, a relationship-building process that eventually becomes a world or global 
view. It is an excellent model for spurring local participation/control of international 
trade. 
The nation-state may ultimately encompass a series of local organizations 
(special interest groups?) that seek to speak for the nation-state rather than through the 
nation-state. In any event, the nation-state continues to thrive and often dominate 
world events. 
Cultural Sensitivities, Political Correctness, Fads 
Business uses training for many things, many of which mix training and 
organization development. The December, 1995 issue of Training Magazine, looking 
at both old skills and new skills, provides a checklist of skills needed by trainers. 
These are: 
The Old Trainer's Skill Checklist 
• Assess training needs 
• Design training 
• Deliver training 
• Measure impact of training 
The New Trainer's Skill Checklist 
• Listening 
• Negotiating 
• Coaching 
• Facilitating small group interaction (Spend less time talking) 
• Awareness of different learning styles 
• Testing and measurement 
• Business processes (Know how things get done in business) 
• Strategic planning 
• Problem solving 
• Facilitating organizational change' 
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In spite of all these added skills, the primary function of trainers has been and 
continues to be training. Most of the training carried out by corporations deals with 
human resource management issues, often called the soft skills. Academic programs 
in education, human resource management and human resource development (training) 
draw a lot of students, and place a lot of students in jobs. There is a clear and 
obvious demand for practitioners. However, when it comes to training on the 
domestic front, many major corporations appear to have a very short attention span. 
One of the current issues is diversity training. As noted above in Training 
Magazine. diversity is often a euphemism for politically correct adjustments of 
behavior to suit a specific group or groups of people who feel/act/presume or, indeed, 
are subjected to some forms of negative action (or lack of action). In such a 
framework, almost everyone except white males are eligible for a victimization label. 
This radical expansion of the meaning of diversity has had the impact of making the 
concept almost useless as a descriptive term. 5 The process has already been 
demonstrated with another social concept -- the dysfunctional family. Originally a 
psychological term of art, dysfunctionalism described family behaviors that were 
harmful to the family members. As the concept expanded, it reached the point of 
claiming all families are dysfunctional. If that were the case, what is the meaning of 
functional? Unfortunately, the expansion of what is included as diversity is following 
the same track as dysfunctionalism. It is losing all meaning by trying to include 
everything. 
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Our Way is Right/Their Way Makes No Sense, or Cr~ Cultural Blocks 
The idea that any one culture is the best culture is common to people all over 
the world. of course, they all see their particular culture as the best, most fair, 
beautiful and so on. The opposite of that tends to be that all other cultures are 
viewed as less than your own culture. 
This is the arena of the four horsemen of cross-cultural blocks: 
• Parochialism 
• Ethnocentrism 
• Xenophobia 
• Stereotyping 
These blocks generally cause one to view things only in the context of a 
persons own cultural context, even when they may be operating in a completely 
different context (such as working in a country other than their own). The idea of 
cultural toughness suggests that we must learn to accept different ways of operating 
when we work in a different culture. The four blocks impede that process. When the 
process is impeded, it is unlikely that you will make selections based on the reality of 
the new place, and will, instead, try to recreate your own national context -- a total 
frustration of the idea of minimum necessary change. 
How do we know if this is happening? When there is a language breakdown, 
the issue is probably a lack of understanding the language. That can usually be 
resolved by bringing in an interpreter. However, when there is a communications 
breakdown, when people react as insulted, or pull away from you, or grimace, or 
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laugh at you, one or another of the four horsemen are riding around, and you may be 
in the saddle. 
Parochialism means viewing the world only through a limited perspective. It 
is a type of home-town-boy syndrome. 
Ethnocentrism is a bit rougher; a belief that your own culture is superior to all 
others. 
Xenophobia is one of those usually hidden things; the fear and/or hatred of 
strangers and/or foreigners. 
Stereotyping, perhaps the most common of all the cross-cultural blocks, is 
simplification, characterization and generalization which reduces incoming information 
and leads to ignorance of individual variation. 
The following case study serves as an illustration. 
CASE: Skeeter Go Home 
I once worked on a U.S. government project in Tunisia, 
attempting to bring U.S. businesses to Tunisia. My task was to 
organize the effort, recruit interested businesses, and hold their hands 
through the process. The Tunisians' task was to select the best 
companies and finance them. One of the company presidents was a 
relative of mine (nepotism goes well in Tunisia, if not in the U.S.). 
We'll call him Skeeter. Skeeter's proposed start-up business was 
modest, although his plans were not. In any event, Skeeter was having 
a hard time convincing the Tunisians to lend him a significant amount 
of money. The Tunisians advised him they weren't sure he was 
serious. 
Skeeter responded: "Hey, I've always had a good reputation 
with my bank in Rock Glen, I don't see what's so different." 
(Parochialism). The Tunisians stifled a laugh). 
Skeeter responded: "And anyway, I'm very serious. Why, I am 
even willing to live here for a couple of years to get the company 
going!" (Ethnocentrism). The Tunisians were obviously insulted. 
Skeeter responded: "You know, its not so easy coming here, I mean all 
these people in robes, and poor conditions for building a plant. What 
would you guys expect?" (Xenophobia). The Tunisians walked, and I 
almost lost the entire project. 
And in the bar that night, Skeeter treated everyone to his 
version of reality, which dealt with dirty, lazy Arabs, with no 
understanding of how things really work. (Stereotyping). 
So, Skeeter never got his financing, I got him out of Tunisia, 
and we saved a few other programs in the project. 
Nancy Adler suggests that stereotyping can sometimes be helpful. It does, 
after all, carry some limited basis of truth.15 The danger is in over-simplifying, or 
characterizing, or generalizing. That practice becomes a throttle which reduces 
incoming information and leads to ignorance of individual variation. The key to 
avoiding these blocks is understanding the characteristics that generally apply in a 
culture, but viewing each person you deal with as an individual. 
Dealing With Global Cultural Differences 
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Can we really address global issues and differences through education? I think 
so. With the assistance of several colleagues, I developed a global human resource 
management concentration area at the Institute of Human Resources and Industrial 
Relations, Loyola University Chicago. We had significant resistance at the beginning, 
primarily because we would not use the old pattern of analysis (individual country 
studies or comparative analysis). It was my opinion that these techniques were useful 
for academics, but had little application for business people, trainers, or academics 
who were interested in processes. If this were to work, we must make it an applied 
approach. The success of business schools and human resources schools is in their 
ability to combine theory and immediate applicable use to learning. 
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The question becomes, how do we best address training and education issues 
in an applied global setting? The answer, when we finally came to it, was simple: 
exactly as we do it in a domestic setting. We determine the needs and problems, and 
apply knowledge, techniques and values to the problems involved. 
To do this you must simultaneously take a global and local point of view. That, of 
course, is the hard part. You cannot be an expert on 190 countries, perhaps not even 
one. But you can develop a gestalt that lets you look at two viewpoints at once. That 
is the key building block; looking at things through both sets of eyes (global and 
local). 
We eventually created a program including seven academic courses: 
1. Global human resource management 
2. Global compensation and benefits for local employees 
3. Global expatriate management 
4. Global expatriate compensation 
5. Global training 
6. Global seminar trip 
7. Global individual field work 
We experimented with other courses, including global organization 
development and global industrial relations, but they did not work very well, at least 
for now. 7 What is clear is that students are attracted to global subjects and classes. 
The question remains, can this approach be taken on a less applied basis, such as in 
international education? 
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The interrelationships between global training and international education is 
real, though often ignored. Many corporate programs rely on local facilities and 
personnel (particularly colleges, universities and their staff) for training facilities and 
trainers. In my experience with global training, most academic relationships are 
informal and often ad hoc. The bulk of the curriculum involved is generated in the 
corporation or by professional trainers rather than academics. There is a clear need 
to bridge these differences to allow development of an applied curriculum dealing 
with international education. 
Chadwick F. Alger8 of Ohio State's Mershon Center clearly advocates 
bringing all kinds of expertise, organizations and groups together to formulate 
programs for international education and trade. The core base is then expected to be 
committed to and supportive of international education. Alger's work probably 
'° represents one of the most diverse efforts put forth in involving individuals from all 
walks of life in international education. The approach apparently worked in 
Columbus, Ohio. The use of the University to pull together such diverse elements 
was critical to the Columbus experiment. 
At least one of the problems of global training is the issue of the nation-state 
and its internal rather than external focus. While the inward local focus creates a 
need for programs such as those proposed by Alger, it does not do much for 
establishing comprehensive efforts at building eel ucation and training capabilities in 
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the field of global training. It is this need, the development of courses, that will 
provide the building blocks for a global viewpoint, that seems lacking. While I have 
cited one example of a global course sequence in human resources, what can be done 
with the more traditional graduate education courses? 
The answer is a great deal. In another project, I simply re-examined the 
traditional forms of international education, which are based on issues of context and 
comparative analysis, and used an applied and problem solving approach, supported 
somewhat by comparative and context techniques. The major change is in 
interrelating U.S. multiculturalism with international education. It is not my intent to 
go into depth on this area now, but a sampling of session titles demonstrates the 
changed look and content of such a program as compared to traditional forms of 
international education. The session titles include: 
1. Defining global international education and culture 
2. Applying definitions: international education and culture 
3. Multiculturalism in America and its international origins 
4. Nation-states and one-world: the need and inherent conflicts 
5. Perspectives, relationships and cultures 
6. Comparing and committing 
7. Just like us? 
8. Friends and former enemies 
9. Education systems and corporate systems 
10. Exploring differences and cultural issues 
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11. Interrelatedness of education, culture, society and business 
12. Facing international education changes and consequences 
The ultimate goal of such a curriculum is to show how global education and 
training is a logical vehicle for exploring the values of multiculturalism and pluralism, 
since that informs us by linking us to our past. I will make some modest efforts at 
that in later chapters. 
Cros.s-Cultural Communication 
We are not the same. People are different. We know that, but our desire to 
find a common denominator pushes us into the absurdity of thinking we share 
common, universal values. Fons Trompenaars, in Riding The Waves of Culture: 
Understanding Cultural Diversity in Business, demonstrates that even apparently 
universal values, when placed against personal loss or risk, may suddenly become 
situational values. Trompenaars' data base illustrates that in case after case, what 
appears to be a universal frequently switches to situational when it strikes on a 
personal level. 9 Thus, while I might espouse universal values in general, if they 
negatively impact on my son, or daughter, or spouse, or family, I may well feel a 
particularist exception should be made. 
This is not to say that people do not follow strong universal values. Many do. 
Most people, however, switch between universalist and situational values. 
Magoroh Murayama, one of Japan's major management gurus, notes that: 
A country may be more similar to another in a different part of 
the world than to its neighbors. The Danish culture is closer to the 
Indonesian culture than to the Swedish culture in terms of mind scape 
characteristics. 10 
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The point of this information is that even in strong universalist cultures such as 
the United States or France, you cannot depend on generalizations about culture. 
Having traveled extensively in some 60 countries, I have learned to constantly remind 
myself of that message. The message is that we must learn to use data based on 
cultural knowledge, but we must not rely on it as definitive. People are definitive, 
but they are not nearly as predictable as we might wish. 
Here again, the framework of this dissertation gives guidance: if we apply the 
principles of context, cultural toughness, and minimum necessary change we are less 
likely to look for universalist values or make attempt to re-create our own culture in a 
new international setting. 
Learning, Training and Education 
Magoroh Muruyama said that: 
It is a mistake to lump all European countries together, all Asian 
countries in another block, and all African or Middle Eastern countries 
in their respective groups. In fact, the difference between Indonesia 
and Korea is greater than that between Japan and the U .S.11 
If Muruyama is right, we must also learn that education and training in a 
cross-cultural setting will be similarly complex. In the first instance, there are few 
cultures as homogenous as Japan. Many places in the world, such as the United 
States, Britain, France and Germany, have absorbed many cultural groups. That 
means the United States, Britain, France and Germany have become significantly 
different as a result of this. They are diverse. Other cultures may find themselves 
sharing space in a nation-state that they each believe should be theirs alone, or at least 
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theirs to control. Some examples would be: Malaysia, Sri Lanka, Cyprus, the former 
Yugoslavia and Chechnya. There are many, many more, including the United States 
of America. In a June 19-25, 1995 survey, NEWSWEEK posed the question as to the 
existence of the U.S. 100 years from now. The responses are displayed in the 
following chart shows the response. 
TABLE 1 
NEWSWEEK POLL: 100 YEARS FROM TODAY, 
WILL THE UNITED STATES STILL EXIST 
AS ONE NATION? 
Yes, exist as one nation 
Blacks 41 % I Whites 61 % I Hispanics 64% 
No, not as one nation 
Blacks 48 % I Whites 26 % I Hispanics 38% 
The NEWSWEEK POLL, June 19-25, 1995. 
Published, July 10, 1995 
The three main American racial groups responded in a considerably different 
manner, reflecting many of the same tensions found in the countries mentioned above. 
A chart of Canadians would probably show similar tensions as between Canadians of 
English, French or other national origins. 
Generalizations on the cultural characteristics of these nations, or even of the 
sub-groups within them, will inevitably fail. The essence of Fons Trompenaars work 
Ridin~ The Waves of Culture is that universalists become particularists and 
35 
particularists become universalists depending on the situation they face at any given 
time in their own or other cultures. Again, all generalized data must be held as 
tentative. It is the individual that we train. 12 
This becomes a formidable task for the educator or trainer. It is particularly 
difficult in training settings, because almost all training is very time limited, typically 
1-5 days. The teacher may have students for months, but the trainer must count the 
effort by the hour or minute. Under such circumstances, you will almost always have 
an imperfect training model. Of course, we all know that even with the advantage of 
time, education does not always accomplish its goals. Again, to reduce the 
difficulties involved, the somewhat austere framework concepts of combining context, 
cultural toughness and minimum necessary change give direction to our efforts in a 
global setting. 
A Social Learning Theory Perspective 
In the introduction to this work, I noted that I will make an effort to apply and 
adapt current training concepts to the global setting. My theoretical anchor is based 
on the social learning theory set forth in Albert Bandura's 1986 Social Foundations of 
Thought and Action: A social cognitive theou and related works 13 , and Talcott 
Parsons' earlier seminal sociological work The Social System.'"-
In that prodigious work, Parsons posits that: 
The minimum cultural prerequisites of a social system may thus 
be said to operate at least in part through the functions of culture for 
personality. Without the requisite cultural resources to be assimilated 
through internalization it is not possible for a human level of 
personality to emerge and hence for a human type of social system to 
develop. 15 
Parsons describes five dichotomous variables that provide a framework for 
social systems: 
I. The Gratification-Discipline Dilemma 
Affectivity vs. Affective Neutrality 
II. The Private vs. Collective Interest Dilemma 
Self-Orientation vs. Collectivity-Orientation 
ill. The Choice Between Types of Value-Orientation Standard 
Universalism vs. Particularism 
IV. The Choice between "Modalities" of the Social Object 
Achievement vs. Ascription 
V. The Definition of Scope of Interest in the Object 
Specificity vs. Diffuseness. 16 
In current usage, these relational measures have been shortened as follows: 
Neutral vs. Emotional 
Individualism vs. Collectivism 
Universalism vs. Particularism 
Achievement vs. Ascription 
Specific vs. Diffuse. 
Fons Trompenaars, in Riding the Waves of Culture, adds two more 
variables to Parsons' original five (Attitudes toward time and attitudes toward the 
environment). 17 
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Arguably, these latter two measures do not seem to represent the same level of 
discourse as the first five. Time, for example, would seem be a sub-set of Specific 
vs. Diffuse. For example, people operating in a specific orientation toward culture 
would look at their wristwatch frequently, while those operating in a diffuse 
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orientation might glance at the sky occasionally; thus, time is part of Specific vs. 
Diffuse. 
Similarly, Attitudes toward the Environment is probably encompassed in 
Individualism vs. Collectivism, although not as clearly as in the earlier case. People 
in individualist countries (such as the U.S.) see themselves as acting on nature to 
change and remake the environment around them. On the other hand, people in 
collectivist cultures tend to see the environment as determinants of their behavior. 
For example, in Japan a very old tree blocking a passage way may not be cut down 
because it is too uhru (old, wise, comforting). 
Nonetheless, Trompenaars' additions probably help simply by putting more 
emphasis on the two variables (time and environment) as they are two clear cases of 
problems we Westerners tend to overlook in global training and education. In sum, 
Talcott Parsons' framework provides a sociological base with which we can address 
many global issues. 
Albert Bandura takes a social psychological view of human functioning. He 
provides us with a highly detailed and inclusive theoretical basis for explaining many 
behaviors. Bandura redefined the view of psychological functioning of people by 
showing that social learning is a reciprocal rather than a unidirectional or even a 
multi-directional method of functioning. As he put it in 1978: 
In social learning theory, causal processes are conceptualized in 
terms of reciprocal determinism. Viewed from this perspective, 
psychological functioning involves a continuous reciprocal interaction 
between behavioral, cognitive and environmental influences.18 
Bandura's breakthrough is that we now see the human cognitive processes as 
having three components that influence how we act (behavioral, cognitive, and 
environmental). Further, these three modes interact with each other in a multi-
directional manner, and must be developed and mobilized internally for self-directed 
change. As Bandura put it: 
A self-system within the framework of social learning theory 
comprises cognitive structures and subfunctions for perceiving, 
evaluating, and regulating behavior, not a psychic agent that controls 
action. The influential role of the self-system in reciprocal determinism 
is documented through a reciprocal analysis of self-regulatory 
processes. Reciprocal determinism is proposed as a basic analytic 
principle in analyzing psychosocial phenomena at the level of 
intrapersonal transactions, and interactive functioning of organizational 
and social systems. 
In the social learning view of interaction, which is analyzed as a 
process of reciprocal determinism, behavior, internal personal factors, 
and environmental influences all operate as interlocking determinants of 
each other. 19 
To a large extent, this view of how we function moves away from 
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unidirectional determinism to a high level of individual societal responsibility. Within 
the context of training, social learning theory provides us with the basis for what we 
try to do: challenge others to learn new behaviors by internalizing, readjusting, and 
reorganizing their view of things. The theoretical framework of this dissertation (the 
interrelationships of context, cultural toughness, and minimum necessary change) rests 
in large part on a similarly reciprocal process. All of the three elements involved 
depend on a continuous process of adjustment. 
Edward Gordon, Ronald Morgan, and Judith Ponticell, in FutureWork; The 
Revolution Reshaping American Business, explain the uses of social learning theory 
quite succinctly: 
From a social learning perspective we learn by observing and 
modeling. We do not need to make an overt response that is selectively 
reinforced or corrected. In order to learn something, we are more 
likely to emulate a rewarded model's behavior than a corrected model's 
behavior. For example, in a training class adults will model their 
behavior on another adult's actions that are rewarded by the trainer. 
For this reason it is very important to be careful with respect to 
exposing adult learners to antisocial role models. 20 
In discussing the very real functional uses of social learning theory, 
Gordon, Morgan and Ponticell go on to say that: 
The social learning model is very important to trainers because a 
great deal of adult learning in the corporate classroom takes place in a 
social context where few overt responses are made. One of its chief 
advocates, Albert Bandura, saw learning as having three interrelated 
components: the learner's behavior, individual differences between 
persons (i.e., intelligence and personality) and the learner's 
environment. 21 
One intriguing aspect of Bandura's social learning theory is its potential for 
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providing a theoretical framework for how we operate in society (and training) while, 
. 
' . 
at the same time, presenting a rather elegant model of multi-functional use. 
Bandura's own work, ranging from the self-system in reciprocal determinism, to 
social cognitive theory, to his human agency studies, and on through his perceived 
controllability on performance standards and self-regulation decision making, and then 
to his selective activation and disengagement of moral control, all involves the process 
of reciprocal determinism. That would seem to be a strongly grounded theoretical 
model. 22 
Summing Up The Problem 
The application of the work of Parsons and Bandura in sociological and 
psychological learning processes has been a major aid in developing and operating 
training programs. In what follows, a case will be made for the notion that these 
theoretical perspectives are useful to us with respect to approaching problems of 
cross-cultural training. 
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The problem of global training and education is its diversity and complexity, 
coupled with the constant pulling of the inward-looking nation-state. The first part of 
that statement is closely related to issues concerning any training in a multicultural 
setting. The second part of the statement, recognizing the peculiar role of the nation-
state in and its impact on training, is unique. The forces that cause us to succumb to 
the four horsemen of cultural blocks (parochialism, ethnocentrism, xenophobia and 
stereotyping) are common, although not unique, to nation-states. Somehow, they also 
inform us of some characteristics of people and cultures. The need to expand our 
methods of viewing things, and the pressing nature of today's global economy and 
ecology do not make it any easier. They do, however, make it clear that this is a 
global world. It is up to us to adapt! 
Defined Terms 
The terms defined in this section include: 
Global training and education: an amalgamation of applied business training 
and research/support-oriented education in an international setting. 
Global training requires the combination of both the academic and the applied 
forms of learning in an international setting, although the applied training clearly 
dominates. 
Applied training is the direct delivery of skills-based information, values and 
techniques. 
Academic/Education training is usually concerned with research, theory and 
long term impacts. 
41 
International education is: 1) the informal, nonformal and formal educational 
relationships among peoples of various nation-states; 2) those issues that are global in 
nature and transcend national boundaries; 3) the emergent trends that are creating 
greater interdependency and interrelationships among people as members of a global 
society. 23 
Global training and education is a process of examining: 1) Informal, 
nonformal and formal educational and training relationships among peoples of various 
nation-states and their cultures; 2) Issues that are global in nature and transcend 
national boundaries; 3) Emergent trends that are creating greater interdependency and 
interrelationships among people as members of a global society; 4) International 
interrelationships of educational, training and cultural differences between the United 
States and other locations; 5) Applied use of business and organizational training and 
education in global settings. 
Cross-cultural training involves training in, or preparation for, working in a 
setting foreign to the place the training program or participants originated. 
Diversity training, at its minimum, involves training people of different 
origins, heritages, values, and gender in a common setting, usually for the purpose of 
learning to work more effectively together. 
Social Learning Theory, specifically as expressed by Albert Bandura, is 
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bottomed on the idea that people operate in a reciprocal manner. As Bandura put it: 
" ... causal processes are conceptualized in terms of reciprocal determinism; 
psychological functioning involves a continuous reciprocal interaction between 
behavioral, cognitive and environmental influences. "24 
Conclusion 
The core framework provided by Parsons in the 1950's and Bandura in the 
present, augmented by others such as Trompenaars, Hofstede, Adler, and Black, 
Gregersen, and Mendenhall, provide a theoretical framework for the core vision of 
context, cultural toughness, and minimum necessary change. Moving from the 
theoretical to the applied, Chapter 2 was designed as an introduction to global training 
and education in the field. That is to say, the "how-things-work" applied aspects of 
global training. 
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CHAPTER 2 
THE FIELD OF GWBAL TRAINING AND EDUCATION 
This chapter deals with training in a corporate setting, the growth of global 
training, as well as the roles played in global training and organization development. 
An effort will be made to illustrate the supportive roles of education, define various 
forms of global training, and deal with the problems trainers face in the field. 
Included in this chapter is a discussion of a new theoretical framework for global 
training and how it would work in application. Issues of operation in the field (i.e., 
global training in actual practice) will also be discussed. 
The first part of this chapter focuses on how we can implement some of the 
theory covered in the preface and chapter 1. Key to the process are the various 
roles of training, education, and organization development. They form a context for 
field activities. In essence, this first part of chapter 2 deals with the field aspects of 
global training, exploring terms and conditions that have evolved with the field. 
The second part of this chapter is more prosaic, concerned with what global trainers 
do, and with a bit of what they should also be doing, but often do not. 
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The Rise and Development of Global Training 
Training has been around a long time; global training is a new kid on the 
block. However, before one gets to global training, there is a need to define and 
describe training itself. 
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In corporate America, the term human resource (resources) management is 
most commonly used to describe the entire field of managing, supporting and 
sustaining the people resources of the organization. In that context, human resource 
management, or HRM, is the umbrella under which other people-related categories 
are organized. Typically, a corporate department of human resource management 
would include the following categories: 
• recruitment 
• selection 
• staffing 
• performance management 
• evaluation systems 
• equal employment opportunity 
• training & development 
• human resources research and information systems 
• compensation and benefits 
• employee assistance 
• counseling 
• union, labor relations 
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• organization development 
• career development 
• organization job design/re-design 
• human resource planning. 
These sixteen areas exist in most large U.S. corporations. Smaller 
companies might consolidate the categories, for example, combining recruitment, 
selection, staffing with equal employment opportunity. In some large organizations, 
additional functions are added under the HRM umbrella, including for example 
safety, community outreach, corporate giving. 
Training, or Human Resource Development (HRD, or often Training and 
Development -- TD), is seen as having three practice areas: training, organization 
development, and career development. Michael Marquardt and Dean Engel, in 
Global Human Resource Development, describe the HRD function as: 
the integrated use of training and development, organization 
development, and career to improve individual, group and 
organizational effectiveness. Those three areas use development as 
their primary process, and are the focal point [of the practice]. 1 
Interestingly, most of the world does not have such an elaborated view of 
HRM. In developing countries, the term that is generally used is actually HRD -
Human Resource Development. HRD symbolically expresses the need in such 
countries for much more extensive development of all aspects of the workforce and 
workplace. The opposite situation is that in U.S. practice, the highly elaborated 
HRM categories have come about largely due to U.S. government regulations. 
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Without the existence of the United States Equal Opportunity Commission there 
would most probably be no such category in the HRM department. The same 
applies to many of the hiring processes. American corporate culture, just as 
developing countries corporate culture, must often meet very different needs. It 
therefore makes little sense to emulate either as a universal model. 
The interesting thing about the field is that the three HRD practice areas --
training, organization development and career development -- seem to exist in one 
form-or another around the world. This is in strong contrast to HRM and industrial 
relations (IR), which have a tendency to be found mostly in Western cultures. The 
major functions of the three HRD areas are: 
Training: identifying, assuring, and through planned learning-
helping develop the key competencies that enable individuals to 
perform current or future jobs. 
Organization development: assuring healthy inter- and intra-
unit relationships and helping groups initiate and manage change. 
Career development: ensuring focus and alignment of 
individual career planning and organization career-management 
processes to achieve an optimal match of individual and organizational 
needs.2 
These three HRD practice areas are, in fact, the areas that are utilized in 
international or global human resource management. What then, global training? 
~-- Background -- the Need and the Theory 
Are training and global training one and the same7 Many corporations seem 
to think so; they can regularly be found setting U .S.-based standards and applying 
them to other countries without modification. This is not so much a matter of the 
Ugly American as it is an assumption of universalistic truths.3 We believe in our 
own values, and if left unexamined, we tend to accept their universality. We then 
find it rather difficult to communicate with people who do not operate under these 
same value systems. 4 
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Theoretically, effective training should engage the learner in a manner to 
encourage the acquisition of knowledge, experiences and skills that will be of use to 
the learner and the organization. The problem comes not with the theory but with 
the process. If a trainee has spent a lifetime in learning through a process of rote 
memorization, roleplays are not going to be a useful tool for training because the 
trainee cannot effectively use that process. The academic might say: then you must 
teach the trainee new methods. That can/might work in an educational setting, 
where one has weeks, even years, to retrain. However, most corporate training 
takes place in units of hours -- one hour, three hours, a day. A two or three day 
training program is not common and is very expensive. Thus, the idea of minimum 
necessary change is a useful tool in keeping costs low. 
Consequently, global trainers are faced with _the fact that the trainees may 
have an entirely different system of processing learning. It therefore becomes the 
trainer's job to change. This automatically makes global training significantly 
different from training in a single culture setting. Cultural toughness of trainers is 
highly valued in such circumstances: the global trainer must have a high resiliency 
and the ability to deal with many cultures -- that certainly defines cultural toughness. 
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Even in diverse workplace settings in the U.S., there are still fairly high levels of 
shared values among the diverse populations. If, on the other hand, you are training 
in a multi-cultural setting where there are entrenched conflicts, American diversity 
problems are quickly overshadowed. For example, in Malaysia there are three 
major ethnic groups: Malays (about 55% of the population), Chinese (30%) and 
Indians (15%). Each have very distinct cultures, largely inimicable to each other. 
The Malays are mostly Muslim, the Chinese are mostly Taoists, and the Indians are 
mostly Hindu. Somehow, these disparate, fractious groups with a past history of 
violence in the 1960's manage to live and work together without major violence. 
Training mixed groups of such different peoples is very difficult. Diversity 
training in the U.S. is much easier than in places such as a Malaysian seminar. The 
trainer must adjust theory to reality: if you are not getting through to a group in a 
foreign setting, try using their methods of training. If you are getting through, and 
you think you are doing a fantastic job, let me twist reality for you a little bit. 
CASE: All's Well, or so it Seems. 
I was once in Bangkok to carry out a trade union leadership 
seminar under the auspices of the International Transport Workers 
Federation. I was to give a three hour lecture on the essence of 
leadership (not my choice of title or subject). I was advised that 
Thai's prefer a lecture format, that most of the participants could not 
speak or understand English, and that we would be using interpreters 
and remote earphones. The interpreting would be one-way, me to 
interpreter. 
The whole thing sounded pretty stodgy, but the money was 
good and it was an opportunity, after all, to go to Bangkok! I studied 
up a bit, learned a very little Thai, and learned to do the Wai with an 
appropriate slight bow (I was, after all, the honored guest). 
The three hour session was fantastic. About 45 people seated 
around a huge table in a luxury hotel, all plugged in to their 
earphones. My trainees were amazing. They smiled (Thai's do that), 
even laughed at my jokes. And they smiled. And smiled. At the end 
of the presentation they clapped American style, and bowed deeply 
with a very high Wai. They then filed around the table, each one 
bowing and thanking me profuse! y. The last to thank me was the 
interpreter. She bowed several times and then said: Oh, Professor 
Dennis, it was such a wonderful speech. I am only so very sorry that 
the earphones were not working and the others could not understand 
anything.5 
If there is a moral to the story, it is probably about pride and 
misunderstanding. But there is a deeper meaning, and it has to do with a constant 
process of challenging ourselves when we are dealing cross-culturally. Don't 
believe that because something works in your home country it will also work 
elsewhere! 
Motivation theory has been developed largely in the U.S. and works pretty 
well in the U.S., but we have little data to demonstrate that any learning theory 
(behavioral, cognitive science and/or social learning theory) is actually portable to 
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another country/culture. Frederick Herzberg, wrote a classic article on motivation 
for the Harvard Business Review titled "One more time: How do you motivate 
employees?"6 Herzberg's approach distinguishes between motivators and 
demotivators as a method for dealing with how to motivate employees. It works, in 
the American culture. However, Nancy Adler reports that Herzberg's two factor 
theory was tested outside the U.S., and was found to be not replicable in New 
Zealand, Panama, The West Indies, Latin America, Europe, Asia and Canada. 7 
I am not so sure as Adler that this means Herzberg was wrong. Instead, it 
simply demonstrates the multiplicity of responses and behaviors people have based 
on their own cultural settings. In that sense, it clearly supports the idea that global 
training is, indeed, quite different than country based training. There is clearly a 
need for academics in many countries to examine these theories and see which ones 
have value in which countries/cultures. My hope, of course, is that it is a question 
of which ones, rather than if any. 
Globalization and Economic Growth Patterns 
Corporations look for markets; markets where they can sell, and markets 
where they can buy. The intensity of this process just seems to get stronger and 
stronger. We initially sourced supplies - a widget here, a cheaper widget there. A 
quality standard here, a better standard there. Then we bought and sold labor, 
again, with little regard to country or nation state, except for issues of price and 
quality. Now, even obscure, downtrodden Myanmar (formerly Burma) is an active 
labor market for sea captains who can hire ship labor for a hammock berth and food 
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- no wages, according to the International Transport Workers Federation. 8 The 
original internationalization of business has now been replaced by a truly global set 
of markets. 
Catherine Petrini, writing in Trainin~ and Development, states that: 
All respondents in a recent survey of human resource 
executives predict that their organization will become more deeply 
immersed in international business - and most expect related training 
activities to grow, as well. Contrary to the perception that 
international business is a new area, many of the respondent's 
organizations have been doing business abroad for more than 20 
years. However, despite the long-term nature of their international 
operations, most organizations have barely scratched the surface when 
it comes to training for those areas. Training for international 
employees does seem to be on the upswing with 64 % of the 
respondents' calling it an area of increasing importance.9 
Trends in Global Human Resource Development 
Since the global market has arrived, we now find there is a need for training 
almost everywhere, but only a limited amount is actually being conducted. The 
series of corporate reorganizations that has been impacting the U.S. still continues, 
and it is apparent that the same process is moving to Europe and parts of Asia. The 
idealized flat structure means few trainers are left in corporate offices. Training: 
The Human Side of Business. reports that "Companies are hiring more temporary, 
part-time or contract workers globally, not just in the United States, and many 
expect the trend to continue. "10 European firms appear to be going further in this 
direction because of the stiff regulations against dismissing union employees. 
The most interesting aspect of this report is a strategy for shifting training 
from the company to temporary employment agencies. In order to deal with 
underskilled temporaries, the corporations are concentrating 
enough business to one or a few temp [sic] agencies so that the client 
can demand that the agency train the temps in the skills the client 
needs. In short, the brave new economy tempts cost-conscious 
companies to outsource both workers and training.11 
Although flattening its work force, the field of global human resources has 
generated an expanded set of new names and acronyms. The global workforce 
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national or country designations are: 1) a host country, which may be a subsidiary, a 
joint venture, or other such structure operating in a specific country; 2) the home 
country entering the host country market; and 3) any number of other countries that 
provide or are the source of finance, labor, etc. These simple definitions lead to a 
set of designations relating to those who work in these locations. These designated 
terms are: 1) Host country nationals (HCNs), i.e., those who live and work in the 
host country on a relatively permanent basis; 2) expatriates, or parent company 
nationals (PCNs, i.e., people from the original home country who are on term 
assignment in the host company); and 3) third country nationals (TCNs, i.e., people 
who are brought in to work who_ are sourced from places other than the host country 
or the parent company, in or on the new venture). 12 These terms initially evolved 
from the petroleum industry, which commonly staffed Middle Eastern projects with 
people from the home country, local workers, and imported workers. Such 
combinations of HCN, PCN, and TCN personnel are now commonplace in many 
global ventures. 
The term PCN is a bit awkward, since the word parent implies so many 
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potentially negative references. The term used more commonly, if less precisely, is 
expatriate or expat, initially a term meaning people sourced13 from the home 
country and assigned to the venture in the host country. However, even that 
definition is changing very rapidly. In the past, TCNs were mostly technicians and 
labor. That is no longer the case. Expats are being sourced all over the world, and 
their nationality or home is nearly irrelevant. The distinction that once existed 
between a home country expat and a third country expat is rapidly disappearing. 
To complicate things even more, we need to look at the direction of 
globalization of business. That direction appears to be the vinual corporation. An 
example of a virtual corporation (and there are not many, as yet) would be Galileo 
International. 
CASE: Galileo International: A Virtual Corporation? 
A few years back, United Airlines (UAL) decided to spin off some of 
its functions, particularly in the area of reservations. They created a 
subsidiary corporation, which, in tum, split into a domestic 
reservations and international reservations system. These companies 
went through several name and structure changes. Through it all, 
UAL remained as the dominant air carrier. 
In the meantime, European carriers began collaborating on airline 
reservations systems in an effort to head off total dominance by UAL 
and American Airlines, which operates a competing reservations 
system. The Europeans established a company called Galileo for this 
purpose. UAL, looking at a truly international system, saw some 
synergies between Galileo and what UAL was trying to do with its 
own subsidiary. After considerable exploration, it was time for a 
deal. UAL (there were a string of UAL subsidiaries), in effect, 
bought Galileo, and maintains a slight majority of the stock. Galileo 
became a truly international or global company. The organizational 
~-- structure essentially·ignores UAL's strong position, and that was 
apparently UAL's intent. 
The basic strategy was: think global, act local. To be a success, 
Galileo believed they could not be perceived as an American-owned · 
company. The corporate structure reflects this, as shown below. 
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TABLE 2 
GALILEO INTERNATIONAL 
Chief Executive Officer 
Offices in each of 3 
Headquarters (HQ) 
Facility 
Technical Services: Producttdarketing Staff Functions: 
Operations & Functions: maintenance Human Resources, 
technical services of product Legal, Finance 
Denver, CO USA Rosemont, IL USA Swindon, UK 
I 
Region Region Region 
Europe, tdideast, Americas Pacific, Asia 
Africa. Rosemont, IL USA Hong Kong (not yet 
Swindon, UK set up) 
Europe: National ATS-Gemini. Pre- NDC -Southern 
Distribution Centers existing systems, US Cross 
There are 46 National Distribution Centers (NDCs) worldwide. 
NDC's make money on a fee split on income 
Under this structure, the CEO office is at each major location. The 
Board of Directors (a majority are not American), rotate meeting 
locations. Human Resources is based in Swindon, U.K. Technical 
Services is based in Denver, CO. Due to their relationships with the 
owning company airlines, executives, managers, staff and technical 
employees routinely fly all over the world for meetings, and also have 
extraordinary communications capabilities. 
There really is no single headquarters. Employees move from 
location to location without regard to nations or nationality. Major 
functions are spread globally. Galileo is an early version of a global 
virtual corporation. 
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In the context of Galileo International, PCN, HCN, and TCN are completely 
disappearing from the global lexicon. There continues to be a need for tracking 
each employee's home country, primarily for nation-state regulatory and tax 
purposes. Compensation systems still remain a major stumbling block to the global 
or virtual corporation, since varying life-styles and living costs create the need for a 
high level of differentiation. That too, I predict, will change significantly -- either 
by raising standards, or by lowering them. In any event, there will be some 
leveling. 
Roles of Training and Organizational Interventions 
There are many training and organizational development (OD) interventions 
that are played out on the global scene. Many companies have only recently begun 
looking at what needs to be done. As they look, they discover a need for some 
global training strategies, including OD interventions. As they articulate their 
training strategies, they begin to understand that globalization of a corporation starts 
at home. Most global companies are still not globalized. That is, if we match them 
against the example of Galileo International, discussed above, these companies are 
essentially still parochial and even a bit xenophobic. What needs to be done in 
terms of training, OD and globalization? 
Global Training Strategies 
Corporations must develop global training strategies. They should start with 
HR, primarily because HR is the home of HRD and OD, whose staff will be 
conducting the training. Possible questions would be: What type of training? Who 
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needs training? What problems are we having with globalization? Who should we 
train first? What form of training? and so on. Globalization training for global 
human resources managers will be the start. Global HR managers need to look at 
what they are doing and what they are not doing in this field. Do you have a pool 
of potential global managers? Do you have a data bank of language skills? Are you 
contracting out expatriate package assignments? If yes, why? Should you keep 
doing that? Are there hidden negatives in international assignments; if so, search 
them out and develop strategies to reduce or mitigate the problems. Have any of 
your staff been on an international assignment of more than a few weeks? What 
kind of training are you providing, how can you improve it, where is there a need 
for major or minor change?· 
Globalization training is something of a consciousness raiser. You begin to 
realize how many ways your organization turns off global clients, partners, 
suppliers, colleagues, and contracts. The person who finds a fax from Germany 
rude because of the urgent demands being made, or another who answers a 
telephone call from a Japanese partner with a Hi, Watenabe, I'll get the boss as 
soon as I can find him!, could be wiping out significant business. People need to be 
trained about how to deal with people from other cultures. That is the purpose of 
globalization training. 
Virtually any employee who has contacts of any kind of global business, 
from secretaries to the president of the company, should have some form of 
globalization training. 
61 
Short-term global assignment training is usually a case of the last person who 
went there briefing the next person who is going there. But what if they have bad 
information or no information in the first place? Trainers and host country nationals 
always complain about the short term assignment people. They carry a very large 
cultural burden with them - their own culture - and know nothing about the people 
or place they are going to. Consequently, they need training. 
Training for expatriate managers has probably had more exposure in global 
training than any other area. Most large organizations provide for such training. 
That is the good news. The bad news is that many companies do not require such 
training, and, since many assignments are made one to two months in advance of the 
assignment, the expatriate opts to ignore the training opportunity and instead clean 
up her or his persor~al affairs in the short time before they must go on assignment. 
Additional bad news is that though the training providers have great capability in 
providing cultural adjustment training, most companies only hire such companies for 
5-10 days. They will give more time then that to a technician who must learn 
installation procedures for a new piece of equipment being flown to another country. 
Host country nationals, particularly those at the higher level, usually receive 
training done on a modest scale, often on a train-the-trainers or counterpart training 
model. The HCNs at the mid and lower levels seldom have extensive local training 
even though the local workforce is the ultimate source of the company's future key 
leaders in that location. The same is true of training for third country nationals. 
Counterpart training is used in many World Bank sponsored projects. The 
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essence of counterpart training is that the less experienced (at least less experienced 
in the context of the project) HCN manager trains alongside the Expat manager, 
eventually turning over responsibility to the HCN. This is an expensive but very 
effective method of achieving localization. 
Finally, training is usually necessary for the local workforce. This is usually 
conducted by the HCN and staff from the corporate organization. Often, the 
programs used are ones created in the home country, with little modification to the 
new country/culture. There is a real need to maintain continuity in training in most 
organizations. There is also a need to adjust that training to address local needs and 
cultural standards. This issue - how to use training programs imported from one 
culture to another without compromising standards - is addressed at length in 
chapters 7 and 8. 
Thus, there is plenty to be done in global training and education. For most 
corporations, the problem comes down to getting started, and setting some rules that 
will require mandatory training. Many organizations do not like mandatory training, 
feeling the participant will resist learning. If you have a high involvement, 
committed, well rewarded workforce that operates at self-actualization level, you 
probably wouldn't need rules about when to take training. If you don't have that 
situation and try to operate on self-selection of training, good luck, and I would like 
to see the wheel you reinvent. 
Roles of Education in Corporate Globalization 
The role of education in corporate globalization and training is most often 
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seen as secondary to training. Education is generally seen as a function of 
schooling, while training serves as a function of skills development. It is a neat but 
not very fine distinction. 
As Andrew Carnegie looked at it, the difference between learning in college 
and learning at work falls profoundly in favor of work. He said: 
While the college student has been learning a little about the 
barbarous and petty squabbles of a far-distant past, or trying to master 
languages which are dead, such knowledge as seems adapted for life 
upon another planet than this as far as business affairs are concerned, 
the future captain of industry is hotly engaged in the school of 
experience, obtaining the very knowledge required for his future 
triumphs .... College education as it exists is fatal to success in that 
domain. 14 
Education, of course, does cover the formal, academic portion of learning, 
and people such as Carnegie continued to reject anything with the word theory in it. 
However, as university education becomes specialized, education begins to look 
quite vocational, as opposed to theoretical or academic. 
Abraham Flexner (1866-1959) speaks to us in the 19th century as a product 
of, and from the point of view of, the 18th century. His lamentations of the plight 
of the modern university are eloquent, but continually strike the cord of elitism and 
social class. He sees the American graduate school as a very dangerous creature, 
since it encourages collaboration with business and vocational studies. As he 
stated, in Universities: 
The result is plain: the American universities are open to innovation; 
that is excellent; but, alas, they have been invaded indiscriminantly by 
things good and bad. Nowhere else in the world has it been so easy 
to get a sound move made - witness the speed with which graduate 
schools have been created and medical schools reorganized. But, 
unfortunately, nowhere else, as new departures have been proposed, 
has critical sense been so feebly operative. On the one hand, a self-
made American can become a professor on his own merit, as recently 
happened at Johns Hopkins; as a new branch of learning can be 
quickly taken into the academic fold. On the other hand, the quack, 
the technician, the clever "salesman," and the practical man may 
obtain almost unhampered sway. He edges himself into a society to 
which he does not belong; and in consequence an alien type of 
government has had to be devised to keep the cumbrous mechanism 
going. is 
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It is in these contrary views that we find the role of education: it can prepare 
people for a career, such as human resource management, human resource 
development, business in general, law, social work, medicine, education itself, and, 
perhaps, even dentistry. It cannot actually ·train people in the direct application of 
the subject, since that takes application and the development of specific skills. 
Dentistry and medicine, at their most advanced stages, do train. The rest of the 
subjects mentioned really do not train, but instead, often simulate training. 
The problem in simulating training for people who are not directly engaged 
in the work involved is that it is a simulation. Training is often a simulation. The 
difference is that the cohort of people being trained are already engaged in the work 
involved. Let me give an example. 
In the 1960's the U.S. Department of Labor established an elaborate series of 
training centers for disadvantaged youths (mostly from large cities) in an effort to 
train them for productive work. It was and still is called the Job Corps. I visited 
several centers, most of which were in rural locations. In each location, there was 
an elaborate wood shop lab. The lab was composed of individual work-stand booths 
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made of thin metal and a bit wobbly. At each booth, a student was sawing a small 
piece of lumber with an almost miniaturized saw. I asked what they were doing, 
and they said: Cutting a two-by-four. I asked: What is a two-by-four, and was 
advised: A piece of wood, I guess. A 2X4 is, of course, a piece of wood roughly 2" 
thick, 4" wide, and 8 ft long. It would not have fit into the booths, and is a lot 
heavier than the small piece of wood they were cutting. The entire program was 
actually simulating !he act of cutting a 2X4, with tools that could not be effectively 
used to cut a real 2X4. Although there was a certain misrepresentation of training 
going on, there was no real training going on. 
One more example .. I was at the railway training center outside Kuala 
Lumpur, Malaysia on an assignment to critique the center and suggest 
improvements. The staff proudly showed me how they had attacked the question of 
teaching their electricians how fo wire and repair railway telephone lines. The 
approach, they said, followed my preaching of learning by doing. First, they spent 
three months in the classroom learning how electricity works. Then they took the 
trainees into tb.e workyard, where they had a series of three foot high telephone 
poles with cross bars planted in the ground. The trainees would stand at a pole, bend 
slightly, wire the sockets and insert the light bulbs. After completing the process, 
the trainees were sent out on the railway right-of-way to work as electricians. They 
continued to have problems. Why? Again, they were simulating. The telephone 
poles on the railway were twenty feet high. To wire them, one must climb the pole, 
hang on with some straps, and then screw in the lights. That's a lot different than 
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bending over the three foot pole. My advice? Continue learning the wiring on the 
short poles, and then take them out on the right-of-way to learn how to climb real 
poles, then how to climb and wire real poles. Learning by doing is still fundamental 
to learning. The doing can be simulated in some circumstances, but it ultimately 
has to be tied back to reality as opposed to simulation: that is training. 
The role of education is obviously limited in the training context. Instead of 
driving the process, as is the case in universities, education's role in corporate 
training is supportive. Often, that means providing space for training, or designing 
special training courses. Other times, even academic faculty members may 
participate in training programs. I have conducted many corporate training 
programs utilizing faculty and graduate students. However, to do training usually 
requires teaching some academic content. First, they had to know the theoretical 
basis for the training. They usually had that down. The second part was the 
hardest: they had to largely hide the theoretical and seek clear, simple examples of 
what was expected, how it was to be accomplished, and how the outcomes were to 
be evaluated. Then, I always insist that the ratio of lecturing to doing should be 
about 20% interactive teaching and 80% students doing the application. That is the 
really hard part. 
In international settings, corporations may seek out teachers, give them some 
training, and then utilize them on a part-time basis for corporate training. 
In teaching training and development in the classroom and conducting 
training in the workplace, some important distinctions need to be recognized. First, 
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teachers are not necessarily going to make good trainers. A few points: 
• Teachers are accustomed to long developmental periods during which 
they can assist the student in learning. That does not happen in 
training because of the very short time frame. 
• Good teachers are committed to empowering students to develop their 
potential. That does not happen in training because we are primarily 
concerned with learning specific skill sets. Empowerment is useful in 
most settings, including training; it simply does not dominate, in spite 
of Total Quality Management and a wide variety of system practices. 
• Effective teachers seek to turn around troubled students and bring 
them back into the right course. In corporate training, we fire such 
people. 
These harsh statements are a reality check. Can a teacher make that 
adjustment? In my experience, it is a toss-up. I have worked with any number of 
academics on training programs. It is very hard for most of them to make the 
transition from teaching to training. Graduate students with years of work 
experience (and some younger ones) ht:ive generally done a better job of it. 
Nonetheless, there are a lot of good teachers who are also good trainers. 
Education and training are related, and education can provide a great deal to 
the global operations of the company. This close relationship is illustrated by a 
chart developed by Vincent A. Miller16 with some modifications. 
Category 
Definition 
Purpose 
Expected 
Outcome 
Scope 
Relation-
ships 
Responsi-
bility 
Time 
Frame 
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TABLE 3 
A COMPARISON OF BASIC CONCEPTS OF DEVELOPMENT, 
EDUCATION, & TRAINING 
Development Education Training 
The process of growth by Learning, enhancing or The process of affecting 
which an organization acquiring orderly, logical changes in a person's 
expands the number or systems for processing behavior, often applied to 
modernizes the nature of new concepts or the acquisition of limited, 
its activities information. job related skills. 
Assure organiz.ation of Provide knowledge, skills Supply the specific skill, 
available manpower, & values needed for knowledge or attitude 
technology and equipment successful living with the needed to meet goals of 
to meet previously culture, & the ability to organization (usually 
established goals. deal effectively with new performing specific tasks 
data and changing within productivity 
conditions. standards.) 
Organiz.ation engages in A person or group who A person or group who 
new process or product; continuously acquires & can perform a specified 
acquire systems, material effectively processes new task to specified standards 
and manpower to keep information. May apply at · in order to meet 
the process operative. some level of use. predetermined goals. 
Complex sets of tasks & Deals with a complex set Deals with specific tasks 
requirement of entire of attitudes, skills and or subjects. 
economy/major sections. values. 
Consultative and admin- Same as development plus Same as education & 
istrative interface by goal- learner/teacher interfaces with immediate 
setters, planners, relationships covering the manager, trainees, and 
sociologists & educators. stimulus/response cycle. training specialists. 
Leadership of agency, Same as development; Leadership: all levels of 
sector, or enterprise; special burdens rest on organiz.ation; special bur-
special burdens rest on ministries of education & dens rest on immediate 
planners. academic administrators. managers of trainees & 
training specialists. 
Deals with projected Long-term orientation, Deals with current needs 
needs on both long-term dealing with future and immediate 
& short-terms basis. application of current application; short-term 
learning. orientation is normal. 
Obviously, there is an interplay between development, education, and 
training. Differences are by degree, but training, above all, is task and skill 
oriented. The trainees involved in global training will very likely 
have developed a different learning approach from that of the trainer. 
This learning style is based upon their educational system at the 
formal and nonformal levels, the cultural influences on learning, and 
their reasons for, and expectations in, learning. For example, they 
may be accustomed to a philosophical, didactic, deductive, 
collaborative, rote style, while your approach as a learner has been 
practical, individualized, inductive and questioning .17 
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Educators and interpreters in the local area may well be a major useful 
resources in such circumstances. Often such people are more than willing to 
participate in training, and often have a great deal to offer. You can frequently 
establish a mutual benefit by seeking their resources and offering some of your own. 
For example, most teachers are happy to get a foreign trainer into the classroom to 
talk about work experiences. 
Working in the Field 
When you find yourself, a trainer, sitting in a hotel meeting room in Tunisia, 
waiting for a group of trainees, and it is already twenty minutes past the starting 
time, sweat starts, followed by trembling, shaking, and then anger. You wonder 
what you have done wrong, what you might have said to your host last night, or, 
simply, how did this get so complicated'? Your problem is probably only yours. 
The custom in Tunisia, a Muslim country, is to always arrive a little late. Wait five 
more minutes and you will be relieved. 
On the other hand, in a differentpart of the world, Malaysia, also a Muslim 
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country; time is treated even more differently than in Tunisia. I have been doing 
training in Malaysia since the 1960's, and always stay at the same hotel, and always 
let my friends know the day I will arrive. I settle into the hotel, have a light dinner 
in the coffee shop, and then I sit and wait for my Malaysian friends. 
If I have an American client or new company associate with me, I have him 
or her stay with me in the coffee shop (they do not understand this part of the 
process). About 8 PM some old Malaysian friends will drop by, often with spouse 
and children in tow. A little pleasant chit chat, a glass of orange juice. Then 
another set of friends drop by, and the first set leaves. It is the same process, and it 
usually does not end until midnight. If it is a business relationship, even if training 
is to be presented the next day, those subjects will not be discussed. This evening, 
and evenings like it every time I go there, are not about business of any kind. 
These informal meetings are about relationships, friendships, family. Time flows 
slowly, luxuriously, easily. Tomorrow is for business, or maybe the next day. 
The global trainer must work between these differences, seeking to make only the 
minimum necessary change necessary to keep the training programs operating. 
If you think you can run a training program in an orderly, Anglo-Saxon or 
Germanic style in Tunisia or Malaysia, forget it. There are always other trainers. 
How time is used18 in a culture is one of the most common problems faced in 
global training. High context cultures use time quite differently than low context 
cultures. Germans, English, and Japanese trainers follow the clock (the one they 
see as well as the more important one in their head -- always be where you should 
be). Low context culture Americans and Australians seek to "beat" the clock. The 
former seek to do their business and leave; the latter are more likely to do their 
business and relax. 
By now, most people have heard of some of the many do's and don'ts of 
global training and working generally in other countries. I call this the identifying 
symbols, meanings and insults mode. There are many. For example: 
• Don't point the sole of your foot at an Arab. 
• Don't talk business with a Mexican at the first lunch. 
• Do bring flowers as a house gift to a European; 
• Don't ask a Middle Easterner about his wife and family. 
• Never use your left hand for eating in Muslim countries. 
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• When a government official in developing countries takes you out for 
golf, be prepared· to lose. Big. 
• Don't think the U.S. Foreign Corrupt Practices Act doesn't apply to 
you. 
That is only for starters. The gestures you make, your body posture, your 
methods of eating, waving, smiling, laughing, coughing, and on and on are all 
potential pitfalls in a new cultural setting. The good news is that most people are 
forgiving of stranger's mistakes; the first time. 
In the field, you must learn to adapt. Again, when in Rome... Marquardt 
and Engle, using a modified list from the World Bank, give four common limitations 
that apply to global trainers and consultants: 
1. Inadequate flexibility in understanding the social, political and 
cultural contexts in which the local organizations operate. 
2. Inadequate flexibility in adjusting to the learning style and 
preferences of country managers. 
3. · Over-reliance on models, concepts and materials derived from 
the consultants' own background that are inappropriate 
elsewhere. 
4. Lack of long-term commitment to providing adequate follow-
through and reinforcement. 19 
This, of course, is the tip of the iceberg. There are many books available, 
often by country, that describe particular customs and practices. They are good 
sources when you are going to train in a new country, but they seldom address 
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deeper aspects of the country. That knowledge is conveyed as it is in all countries: 
by time, through mentors, through personal experience, and, on some level, by 
assimilation into the culture and _people. 
Those who work in global training do believe that training can improve 
understanding and create an improved working environment. For example, one can 
train people to respect politeness forms or linguistic sensitivity. This is often 
referred to as attribution training. Morand, writing in the International Journal of 
Organiiational Analysis (Jan. 1996) notes that: 
this approach emphasizes conceptual explanations of cultural behavior 
from the point of view of the native. The goal here is to convey 
some understanding of the internal cognitive standards used by host-
nationals to interpret behavioral input, that is, to learn to see the 
world from the vantage point of a host-national. The result is that the 
trainees are better able to comprehend the cognitive reasoning that lies 
behind the behavior of interest, rather than simply mastering the 
external rules of how to appear and to behave in the desired, 
culturally appropriate manner. 20 
Language, Interpreters and Translators. 
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When you are in the field, you quickly recognize the problems you must face 
with language differences. Your materials have a home country feel, if not actually 
a bias. You will be working through an outside interpretor you have not met. The 
last minute final draft of the translations and overhead projections are printed in a 
language you cannot read. 
Most corporations do not have a handy group of multilingual interpreters or 
translators who can go hopping off to do a training in who-knows-where. 
Americans and other English-speakers are in luck, since the global business world 
has decided to adopt our language. 
- Dennis Briscoe, in International Human Resource Management. 
acknowledges the dominance of English but also points out the critical need for 
language skills. He notes: 
In today's shrinking world, the ability to communicate accurately and 
effectively takes on increasing importance. Even though English has 
become the language in which much of the world's business 
transactions take place, it is also clear that being able to sell, 
negotiate, discuss and manage in the languages of one's neighbors, 
customers and employees can improve the probabilities of successful 
communication and successful business transactions. Those firms 
which are the most global, such as Coca Cola, are learning how 
important foreign language skills are. Indeed, a recent survey of the 
readers of an international business magazine found that 85 percent of 
polled readers felt that the ability to speak a foreign language was 
very or somewhat important to success as an international manager. 
This is a reversal of the attitude found in the past in other surveys of 
(mostly American) executives who often felt that the ability to speak 
English was enough. 21 
Thus, our major advantage -- the common use of English -- turns out to be 
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our major disadvantage, since we still do not bother to learn other languages. And 
so it comes to pass that we frequently need interpreters. Briscoe notes that: 
One aspect of language that has not received much attention, but 
which often falls under the IHR manager's responsibilities, involves 
translation; the use of interpreters, and adaption of business and 
training materials into foreign languages and cultures. Selection of 
interpreters and translators needs to be given special attention, for 
being good at interpretation and translating requires more than 
training in the original and the foreign language. It also requires deep 
familiarity with the nature of the business and any technical and 
special managerial terminology which may not translate easily into the 
foreign language or back into the original language. 22 
Briscoe's points are well taken. However, he does co-mingle the role of 
interpretation and the role of translation. The two functions are very separate, and 
the same people are generally not used for both tasks. Interpretation is an active 
speaking process. Interpreters do read materials and make notes for themselves, but 
their goal is to produce spoken language. Translators go through material very 
carefully and attempt to convey in a written form the equivalent meaning of a 
foreign text. They then produce a written product for others. Translators often 
have the luxury of time to pick the best phrase; interpreters usually must listen in on 
language, then immediately speak the same thought in another language, a much 
more challenging process. 
Using interpretation is always a poor substitute for direct use of the local 
language. Meaning and nuance can seldom be caught and conveyed fully through 
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interpretation. Interpreters' skills are defined as either sequential interpretation or 
simultaneous interpretation. This is obviously a dichotomy rather than two choices, 
but it is treated as the latter. Generally speaking, that means that a fair number of 
interpreters are exaggerating their skills. 
Truly simultaneous interpretation is rare, and seldom used in formal settings 
(the mistakes become obvious when put on paper). Once you have your interpreter, 
the best thing you can do is give them materials, instructions, examples well in 
advance. They would prefer that you follow a script. Most trainers do not want to 
do that. So the next best thing is for you to slow down, give them small bits to 
interpret rather than great hunks of talking. The final thing you must do is maintain 
control of the interpreter. If you do not do that, it will be the interpreter's training 
session, not yours. 
Everybody always wants everything translated. In translation, what you get 
is almost always less than what you paid for. It is a tough business, and most 
translators available to the public are very limited in their range of technicality. 
Technical issues and terms are always a problem. Again, if you spend time working 
with the translator you can overcome some of these problems. Underline the 
technical terms you think the translator may not understand. Review them with the 
translator, and ask for questions. There is little more to say on that. Even the CIA 
occasionally does not get it right on its interpretations. Look what happened with 
the fall of the Berlin Wall, and then attempt to explain the Agency's lack of 
knowledge. 
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Strangers, Assimilation, Going Native 
Culture shock has been around since people started traveling from one 
country or place to another. You will experience a kind of culture shock as you 
move from Chicago or Jackson, Mississippi (or vice versa). If you simply travel to 
Jackson and spend a few days there, you will certainly be aware of differences but 
will generally not experience culture shock. If, on the other hand, you travel to a 
foreign land, live in an apartment rather than a hotel, work/live in the local 
environment, and stay for two months or more, you will most likely experience 
forms of culture shock. 
Minimum necessary change can also be applied to the global trainer. The 
trainer must be flexible in adapting to new cultures, but must also hold on to his/her 
central core. The company doers not send the trainer to a foreign location to 
assimilate with the local workforce. To the contrary, the global trainer cannot "go 
native" and remain effective. Thus, the trainer must always apply the same 
strictures of minimum necessary change to his or her own behavior. 
Culture shock usually does not actually occur in the case of tourists, business 
travelers, or trainers with very short-term foreign assignments. This is because such 
people are generally protected by the presence of hotels and services and do not 
actually directly engage with the culture, and most particularly not the business 
culture. 23 Still, there are things that will unnerve you on a foreign assignment, 
although they fall short of culture shock. Copeland and Griggs suggest the 
following tips to keep your assignment running smoothly (parenthetical statements 
are mine). 
Rules for the Traveling Trainer 
Rule 1: 
Rule 2: 
Rule 3: 
Rule 4: 
Rule 5: 
Rule 6: 
Keep in mind the two realities (the home office and 
whatever country you are in). 
Bring your supervisors over (particularly if this is a 
recurring assignment - seeing is believing). 
Don't treat those at home like numbslculls (even when 
they are). 
Don't get confused abut whose "side" you are on (you 
represent the home office; that's it). 
Like a balloon under water, keep bouncing up (sounds 
easy, but it gets tiresome). 
Make sure your overseas employees and contacts know 
you have the support of headquarters (a little clout 
always helps). 24 
These simple rules do help, by keeping you focused on your global 
assignment. There are many aspects to culture shock. It is hard to describe, but 
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easy to diagnose. Basically, it is a process of cultural adjustment that goes through 
a series of stages. Copeland and Griggs identify four phases. 25 
.~' 
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~.· The Phases of Culture Shock 
~ . 
Phase 1. It's Fun. The first phase is a tourist type experience. Lots of 
photographs, visiting museums, exploring a new culture. 
Phase 2. Irritating, and it can last for two or more months. It is as if 
everyone is in the terrible two's! You've done the museums, but where can you 
find Skippy Peanut Butter? Why are people always late? Why don't people do what 
I ask them to do? Frustration sets in, you are restless, can't sleep. You begin 
losing interest in your work, feel a lot of homesickness. This is the worst phase, 
and it is in this period that many people give up and go home. 
Phase 3. Making It. Making it to this phase is the objective. You are 
accepting some of the local culture. Enjoying some of the peculiarities; accepting 
local ways of going things. You still have negative feelings, but acceptance 
overrides them. This is the recovery stage for most people. 
Phase 4. Recovered. You are now the expert sought out by others to explain 
things. You accept the differences between your home customs and habits and the 
way you live now. The adjustment has been made. There is, however, a parallel 
Phase 4. where you simply Go Native. Your efforts at adjustment led you into the 
path of being just like them, except that you haven't really done that. Instead, you 
become something of a caricature of the local people. If you take that route, you 
loose your effectiveness and your job. 
The really nasty part of this is that any given phase can repeat while you are 
on an assignment, and you are likely to go through this cycle each time you are 
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transferred to another culture. Culture shock is discussed in detail in the section on 
expatriate managers. 
A New Theoretical Framework and How it Would Work in Application 
The introduction and these first two chapters are intended to set the 
theoretical and applied base for this work. As noted earlier, Talcott Parsons26 
provides five tools to look at the nature and structure of social systems. 
Neutral vs. Emotional 
Individualism vs. Collectivism 
Universalism vs. Particularism 
Achievement vs. Ascription 
Specific vs: Diffuse. 
Fons Trompenaars27 adds two additional tools: 
Attitudes toward Time 
Attitudes toward the Environment. 
These seven dichotomies become tools to analyze and describe cultures. 
They form a contextual framework with which we can describe general behavior in 
a given culture, thus assisting building a model of how to approach training in a 
given culture. Much of the work in the field has been informed by Parsons, 
followed on by Geert Hofstede in his 1980 Culture's Consequences: International 
differences in work-related values. 28 Fons Tromperiaars builds on both of these 
scholars and adds a dimension of relativity to the application of these tools. 
Trompenaars key point is that culture is both personal (particular) and collective 
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(universal). We may act in a universalistic manner most of the time, but if 
something is close to home, our viewpoint often changes to the particularist. Thus, 
all cultures always have some mixture of tendencies going on, often at the same 
time. 29 I believe these tools fit well for global training, and they also appear to be 
compatible with Bandura's social learning theory. 
Albert Bandura offers a theoretical framework within which to explain the 
socio-psychological basis for cognitive actions. Specifically the continuous 
reciprocal interactions taking place among behavioral, cognitive, and environmental 
influences. 30 In training, this allows the functioning of a non-Skinnerian based 
approach to training (as posited by Skinners most literal definition - i.e., 
stimulus/response/new order or punishment). That is, instead of following a linear 
direction we can direct training to all three domains (behavioral, cognitive and 
environmental), trusting that the reciprocal process will provide synthesis. 
Finally, the sections on working in the field were crafted in an effort to show 
how things work in the non-theoretical part of training. 
Global Training Functions 
The first part of this chapter dealt with the field aspects of global training, 
exploring terms and conditions that have evolved with the field. The second part of 
this chapter is primarily concerned with what global trainers do, and with a bit of 
what they should also be doing, but often do not. This includes: 
1) Global training functions including needs analysis, global awareness 
training, preparation for short-term overseas assignments, expatriate adjustment 
81 
training (long-term assignments), designing/modifying global training programs, and 
training trainers and teachers to be global trainers; 
2) Global education support functions such as identifying resources, assisting 
with needs analysis, providing teachers for large scale projects, identifying/providing 
training facilities, providing language and training resources, providing country 
expertise briefings; 
3) Global organization development and intervention functions dealing with 
business management culture and practices, management style adjustments, 
collaborative systems - employee and labor involvement, work redesign, identifying 
and structuring needed interventions. 
Needs Analysfi 
A training needs analysis to the global trainer is the beginning, and often the 
end product. The problem is, many organizations just will not allow the 
undertaking of a significant training needs analysis. David Harris and Randy 
DeSimone clearly outline the negative issues. They note that even though a needs 
analysis is usuajly very important, a great number of corporations simply do not do 
it, or do not thoroughly do it. The reasons given are rather interesting: 
1. Needs assessment can be a difficult, time consuming process. A 
complete needs analysis involves measuring a variety of factors at 
multiple levels of the organization. 
2. Action is valued over research. Managers often decide to use their 
limited resources to develop, acquire, and deliver HRD programs 
rather than to conduct an activity they see as a preliminary study. 
3. The incorrect conclusion that needs assessment is unnecessary since 
available information already specifies what an organization's needs 
are. Factors such as fads, demands from senior managers, and the 
temptation to copy the HRD programs of widely admired 
organizations or competitors often leads to such conclusions. 
4. lack of support for needs assessment. This can be caused by 
either lack of bottom line justification or the HRD professional' s 
inability to sell needs assessment to management. 31 
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In spite of the caveats, some level of training needs analysis must be carried 
out. Trainers are often given an assignment, such as develop a training program to 
do this or that. The problem with that type of assignment is a question of needs. 
Why is such a program needed? What is the basis of the problem? How can we 
define what the program must cover? Questions such as these require the collection 
of information and data that will help frame the question of need: Why is this 
training being conducted? 
A training needs analysis, then, is primarily a matter of questioning. 
However, the potential range of questioning is formidable. Mel Silberman, a 
popular writer in the field of training and author of Active Training: A Handbook of 
Technigues. Designs. Case Examples. and Topics, sees a training needs analysis 
composed of a sequential process covering the assessment of the potential 
participants, followed by setting general learning goals, specifying objectives, 
designing training activities, sequencing training activities, starting detailed planning, 
revising design details and, finally, evaluating the total result. 32 
As a beginning, this is a good basic model for a needs analysis. However, 
many questions remain, including who is to be trained, the levels of training, and 
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the basis for the program itself, framed in a classic training problems viewpoint 
(i.e., What's the problem? How big a problem is it? How do we solve it? How do 
we know we've done that?). Silberman also addresses the assessment of who should 
attend training, or, as he puts it, who will be in training? The needs questions he 
raises include: 
• How many trainees will be involved 
• What roles/tasks will they do/play 
• What do they know about the training 
• What is the age, gender, and other demographics of the trainees 
• What are the attitudes and beliefs of the trainees 
• What are the successes or problems of the trainees in other training 
sessions 
• Check the skill level of participants 
• Is there compulsory attendance, i.e., do they have to attend training 
• Are the participants are strangers or friends 
• What does the boss want33 
This last question is critical. If The Boss will not approve a full scale needs 
analysis, it just won't happen. In my own personal training consulting experiences, 
that is more often the case. The Boss will not approve. Usually, the reason given 
is cost, other times it is more of a I know what needs to be done, fust do it. 
What if there is no time to do a proper needs assessment? You will find 
problems cropping up, but you are simply forced to try to do whatever is possible 
with the information you have on hand. There is always the choice of looking 
elsewhere. 
Silberman describes some of the techniques used for conducting a needs 
assessment. Such lists can be endless, but he covers most of the key techniques, 
including: observations, questionnaires, key consultations, print media, interviews, 
group discussions, tests, records/reports, and work samples. 34 Two others that 
should be included are focus groups and organization scans. Another factor 
completely missing in this compilation is what Frederick Herzberg refers to as 
hygiene issues such as conditions, place of training, comfort of facility, and so 
on.35 
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Thoroughly neglected are the data bases available to the trainer to determine 
the background problem issues. These include subjects such as grievances, 
dismissals, attendance, health, safety, and so on. These are the fundamental training 
needs analysis questions that must be addressed, and they go considerably beyond 
the basic organizational structures provided by Silberman. 36 
A training needs analysis inevitably must also include symptomatic 
assessment, as shown by Silberman, but should also include a method of evaluating 
the proposed training program. Jack Phillips wrote a book directed at building a 
training evaluation and measurement system. In his chapter on Fear & Loathing 
On The Evaluation Trail, Phillips outlines what he calls his 11 Myths almost always 
used by trainers who don't want to conduct a true needs analysis, assessment and/or 
evaluation. 
Phillips' 11 Myths 
#1 I can't measure the results of my training effort. 
#2 I don't know what information to collect. 
#3 If I can't calculate the return on investment, then it is useless 
to evaluate the program. 
#4 Measurement is only effective in the production and financial 
areas. 
#5 My CEO does not require evaluation, so why should I do it. 
#6 There are too many variables affecting the behavior change for 
me to evaluate the impact of training. 
#7 Evaluation will lead to criticism. 
#8 I don't need to justify my existence, I have a proven track 
record. 
#9 The emphasis on evaluation should be the same in all 
organizations. 
#10 Measuring progress toward objectives is an adequate evaluation 
strategy. 
#11 Evaluation would probably cost too much.37 
In spite of all this, trainers are beginning to conduct needs analyses in a 
comprehensive manner, when their employers allow them to do so. I suggest that 
the process can be put quite simply, in an approach I have cobbled together from a 
wide variety of trainers such as Jack Phillips, Mel Silberman, George Odiorne, 
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Geary Rummler, Robert Pike (a complete list is provided at the end of this chapter) 
and, of course, my own experiences. I suggest that a training needs analysis must 
be composed of key training concepts and key evaluation concepts designed to 
measure training effectiveness. I have put these in the classic needs analysis form, 
that of asking questions. 
Training Concepts that Must be Raised 
My own experience in dealing with needs analysis is that people simply do 
not ask the right questions, seek to appropriately define the problem, or establish 
86 
evaluation systems linked to the questions and the problems. The following 
questions and approaches have been developed by me and are included in my 
training handbook used at the Institute of Human Resources and Industrial Relations, 
Loyola University Chicago. 
What's the problem? First, define the need/knowledge deficiency, such 
as ... Nobody can make a decent cup of coffee around here. The issue here is one of 
the oldest saws of training. Could they do the task -- make a good cup of coffee --
if their life depended on it? If not, it is a matter of training; if they could, it is not 
a matter of training but instead, a matter of practice. 
How big a problem is it? What is the scope of the problem? Is everybody 
complaining about the coffee? How many performance units are involved? What is 
the impact of the problem on our organization? 
How do we solve it? What we want to do is train people to make great 
coffee ... And we propose to do that as follows: When?, Where? How? And the 
following types of people should be selected for training ... 
How do we know we've done that? We will expect the following results: 
observable; measurable; behavioral change -- the staff now makes good coffee. And, 
there are other changes and modifications such as: improved skills; new skills; new 
behaviors ... plus increased production; decreased absence; increased safety; greater 
profits; smaller losses; fewer law suits; but most of all, better coffee! 
To recap this, the key training needs analysis questions are: 
• What's the problem? 
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• How big a problem is it? 
• How do we solve it? 
• How do we know we have done that? 
Evaluation concepts (or, how do we prove we have done it?) 
• We measure success. 
• We do it methodically. 
• We monitor it carefully. 
• We design our measurement carefully. 
• We check its validity. 
• We measure success. 
1. Start with your terminal objective(s). 
2. Derive your expected outcomes and performance standards. 
3. Measure before and after training and on the job. 
• We do it methodically, by establishing clear proficiency measures for 
both before and after training. 
• We monitor it carefully 
1. By setting forth an organized and methodical data collection 
system. 
2. By developing and consistently applying a data analysis system. 
• We design our measurements carefully 
1. Ask the right questions - and only what you need. 
2. Select the best instrument (usually not your own). 
3. Involve appropriate learning domains. 
• Select the best instruments - matching measurement instruments to 
learning domains and their related tools. 
1. Cognitive content areas: follow a process of knowledge collection 
(read, listen, probably see), comprehension, application (usually 
limited at this stage), analysis, synthesis (probably occurs in an 
affective mode) and evaluation (output or application). 
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2. Affective content areas: target trainees to receive undifferentiated 
input on subject (examples: judgement of good, bad, evil, beautiful), 
respond to the input internally (literally, sleep on it), establish internal 
values of input (probably accomplished via Bandura' s continuous 
reciprocal interaction), organize data, express a characterization of 
the learning 
3. Psychomotor content: follow a process of knowledge collection, 
comprehension, application, continued application until the process is 
largely psychomotor in character (i.e., learning to ride a bicycle, type 
in a word processing system) psycho-muscular synthesis; evaluate 
progress; work for mastery 
To recap, the evaluation concepts that are used, or how do we prove we've 
done it?, are carried out as a six step process: 
• We measure success. 
• We do it methodically. 
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• We monitor it carefully. 
• We design our measurement carefully. 
• We check its validity. 
• We measure success. 38 
Global Awarems Training 
Global awareness training is an area just beginning to emerge. Corporations 
have come to realize that all sorts of people have an impact on their customers, and 
customer service is the byword of most organizations. In the global arena, it has 
not worked that well. A secretary receiving a fax from a client in another country 
can botch the process if he/she does not understand the subtlety of language use. 
For example, in the United Kingdom, concerns can be expressed in such a low key 
fashion that someone might simply not act on the fax because it does not appear to 
be a priority issue. The basic idea behind global awareness training is that everyone 
in the organization should have their global consciousness raised -- from mailroom 
clerk to the CEO. 
Kevan Hall, from the United Kingdom and writing in People Mana~ement, 
notes that the work of Fons Trompenaars39 addresses issues of cross-cultural 
awareness. Hall states that 
The first step is to develop an awareness of the nature of 
cultural differences and the reason behind them. Based on this 
understanding, people can learn to value and respect differences and 
generate a desire to reconcile the different perspectives into a new and 
more effective style of doing business internationally. The final stage 
in cross-cultural competence is to realize that the differences you see 
in others are also present, if less developed, within yourself. 40 
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Whether we can accomplish such lofty goals through training is debatable. I 
would settle, for now, at notching up the consciousness of the corporate workforce 
regarding global relationships in the workplace. Shari Caudron, writing for 
Personnel Journal, refers to the rising tide of global training. She notes that surveys 
of human resources executives show that they believe that their organizations are 
becoming deeply global in their business. Yet, 59 % of the firms surveyed 
characterize their international training as a small percentage of their training 
activity. Most of the training appears to go to executives and managers. 41 
Preparation for Short-tenn Overseas ~nts 
Short-term global assignments are usually in the range of one or two days to 
as many as five or six weeks. Since it is very expensive to maintain people in 
hotels (much less cover airfares), short-term assignments are usually monitored 
carefully with regard to costs. In the rapidly growing global market, all kinds of 
people may be sent on a short-term assignment. The range is potentially huge 
(lawyers, trainers, teachers, technieians, managers, executives, couriers, systems 
experts, accountants, and even the occasional economist). In spite of the costs, and 
the monitoring, few of these people are given any significant form of preparatory 
training. A lawyer traveling to a country for the first time might be told about the 
place by a colleague in the company who has already been there. This, however, is 
often a matter of the largely uninformed briefing the totally uninformed. The 
significant knowledge transferred between colleagues is most likely concerned with 
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restaurants. 
Many short-term assignments are difficult to handle. The common sense 
notion is After all, what could happen? A great deal does happen, sometimes good, 
sometimes of no interest, and sometimes very awful. Sticking with the lawyer 
example, a typical contract lawyer with no international experience, sent to Saudi 
Arabia, is well prepared with a thoroughly researched proposed contract. What 
she/he is not prepared for is the social relationships that must be built, the disdain 
Saudis feel about contracts, and the importance they feel about trust. When we 
couple that with strange customs, unusual foods, over-the-counter headache 
prescriptions that can knock you off your feet, long waits, and unintentioned insults 
our lawyer might make, we know he/she may be in trouble. 
I can't imagine a situation where an inexperienced employee on a short-term 
global assignment does not need some form of training. Even with countries that we 
are sure are just like us, we often find that the other place is, in fact, very different. 
Winston Churchill, when referring to the U.K./U.S. special relationship, was 
reported to have said: The only thing that separates us is our common language. 
How can that be? Consider the list of terms on the following page and ask which of 
these are our common language. 
TABLE 4 
THE ONLY THING THAT SEPARATES US IS OUR COMMON LANGUAGE 
English American English American English American 
railway railroad 4' x 2', 10' x 8' 2'x 4', 8'x 10' plant pot potted plant 
siding boxcar green wire ground wire granny flat inlaws apartment 
boot trunk tap faucet operating theatre operating room 
bonnet hood coat rail coat rack multiple stores chain stores 
petrol gas glass mirror shop store 
gear stick gearshift glasspaper sandpaper confectioners candy store 
mudguard/wing fender spanner wrench lilo air 
gear box transmission spatula depressor tongue depressor lido/swimming bath swimming pool 
sumpcrank case, gearcase clothes peg clothes pin life belt life preserver 
windscreen windshield cot baby crib stews bathouse, saunas 
number plate license plate pelican crossing cross walk chemist drugstore 
clamp Denver boot level crossing railroad crossing rest home nursing home 
remoul retread roundabout traffic circle pub bar 
removals moving vans flag down stop self-serve canteen cafeteria 
taxi cab diversion detour flat apartment/condo 
lorry truck pull-in truck stop tank pan toilet bowl 
articulated lorry semitrailer truck give away yield cold store freezer 
tram trolley car pull-up roadside cafe parlour /lounge family roooi 
goods train freight plug (telephone) jack front room living room 
fire tender fire truck/engine bedsit, studio efficiency passage hallway/ corridor 
fire raiser arsonist convenience toilet wardrobe closet 
overtake pass cloakroom, bathroom, pergola trellis 
clearway highway loo washroom, john veranda porch 
car park parking lot cistern water timber lumber 
macadam tarmac/asphalt w.c. toilet cotton wool cotton balls 
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If American and British short-term assignment personnel get a little confused 
with language differences, just imagine the impact in completely different languages. 
The American response is nearly always - Sure, but English is the language of 
business (forgetting immediately the two charts on English(!) we just covered). 
Beverly Geber from Training Magazine notes that: 
In the past, a company with offices overseas probably only brought 
the top people from those offices together in a training session with 
their counterparts around the world. All those executives were likely 
to speak English fairly well in order to have risen to a senior level in 
a U.S. company. 
But as organizations become more global, it's inevitable that there 
will be meetings of midlevel employees drawn from company sites 
around the world. 42 
Thus, our short-term assignment person may not even be that safe thinking 
English will win again. 
Expatriate Adjustment Training (long-tenn asfilgnments) 
Expatriate adjustment training is the area that has received the most attention. 
There are two main reasons for this. First, expatriate managers are very expensive, 
and are key players in international business operations. Second, if the expatriate 
managers fail to carry out their assignment or resign their assignment the company 
will be damaged and also have to spend a lot more money. There has also been a 
great deal of literature written about expatriate manager failure. 
In the case study appendix there is a case that serves as an example of why 
there is a major, on-going need for training expatriate managers for overseas 
assignments.· Initially designed for classroom use, it was expanded into a paper 
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published in the International Journal of Organizational Analysis. Subsequently, a 
video was developed and used in classrooms and training situations. Cases and 
critical incident training seem to be a very viable method that can be used to prepare 
expatriates for foreign assignments. 43 
Designing/Modifying Global Training Programs 
The corporate world generates many training programs for employees. As 
noted earlier in this dissertation, most of these programs are nationally based. That 
is, the programs were developed in a specific national culture (such as the United 
States, Germany, Canada, etc.). Sometimes the corporation sends an entire training 
program (with trainer) to a location outside the home country and expects that, 
somehow, this program will be implemented. If that does happen, it seldom bears 
a resemblance to the original, since no effort was made to adjust the program to 
local needs. 
Other times, the program may_ be translated into new languages. That is a 
long and expensive process, and many times translations are made in the originating 
country. In the latter case, a significant number of changes will still be necessary 
since the context of the culture may be significantly different from the context of the 
translator. 
The basic work to be done in this area is to determine the minimum 
necessary change needed to make the training program effective in the new 
country/culture. Teachers and translators are both needed for this work. A 
grounding in diversity and multi-cultural communication is a major need. This sort 
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of design work is exciting and challenging. Each new country assignment is in itself 
a major challenge to the training designer. 
Training Trainers and Teachers to be Global Trainers 
Teachers are often interested in training, locally and internationally. If a 
company has a local relationship with a teaching organization, it will often consider 
using teachers to conduct corporate training (in school or in the workplace). 
Teachers make a good sources for trainers. They are not, however, generally 
familiar with the differences between training and educating. Teachers and trainers 
both need to be taught the distinctions between teaching and training, and they must 
also be taught to use applied approaches to learning. A typical training program 
will has a low-level of academic content, involving not more than about 20% of the 
time. The rest of the time is spent on process and application. 
Global teachers and trainers also have to be taught a globalization point of 
view. What must be taught is always to seek to understand customs and practices in 
different countries. They must always make adjustments to adapt to a country, but 
doing so in the mode of minimum necessary change. Teachers may be born, 
trainers may be born, because both are born and reared within a cultural context. 
Global trainers are not born; they develop their skills through considerable effort 
and training. In the sense ~f their recent development, one could say we are in the 
process of inventing global trainers. 
Global Education Support Functions 
Identifying resources. 
The largest role educators can play in the field of global training is the 
provision of resources. These can include: schools; libraries; universities; audio 
visual equipment; administrators; teachers; and researchers of curricular materials. 
Corporations often do not have significant research facilities in their local offices. 
Corporations usually do not have a cadre of trainers or teachers to develop their 
staff on site. Corporations seldom have sufficient space for training their local 
workforce. Educational organizations can usually be of significant help to 
corporations in these areas. 
As.sisting with needs analysis 
96 
We have already examined how complex a training needs analysis can 
become. Teachers and educators can often work closely with trainers to relieve 
some of that load. Teachers and educators seem to have a greater affinity for 
analysis than trainers. Teachers can often find students willing to volunteer or work 
on an internship in connection with a training needs analysis. These same students 
can someday become trainers and/or teachers. 44 
Providing teachers for large scale projects 
In very large projects and/or multi-site projects, organizations must tum to 
teachers to assist them. There are seldom_ enough trainers available, and the context 
of the training is usually local. Teachers have a greater likelihood of being available 
locally, and foreign teachers have a greater likelihood as a pool to have the language 
skills necessary. Like everyone else, the teacher will need some cultural adjustment 
training along with a sort of world of work training.45 
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Identifying/providing training facilities 
No one can stress enough the importance of decent training facilities and 
equipment. Except in the case of the poorest of countries, educational institutions 
will usually have more of these forms of resources than many corporations. Finding 
ways to link educational facilities and personnel with the corporations is an 
important step in developing an effective workforce. There is much that can be 
done to link schools and education. Comparative analysis is a tool that lends itself 
to collaboration between schools and business. Identifying characteristics of the 
local culture and effectively comparing and contrasting the study witb the foreign 
country business can be a major asset. Linkages between schools and business can 
take a wide variety of forms. · 
For example, in Singapore, the government provides workforce training in 
advance of the opening of a·new facility.46 Germany links high school education 
with industrial work programs, with a 50/50 split of time between classes and 
work.47 Sweden has a school-to-work program that virtually assures students of 
employment in the workplace where they intern. 48 Japan, on the other hand, 
conducts most of its training in-house. However, many Japanese students entering 
the workplace do so with an extraordinarily advanced knowledge base.49 These are 
all linkages between education and the workplace, relationships that significantly 
enhance corporate training performance. 
Providing language training/resources 
High schools and universities can be of great assistance in teaching expatriate 
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managers the local language. While English is the language of business, it is 
probably not the language of the expatriate's local workforce, much less that of the 
pharmacist, dentist, doctor, grocer or mechanic, much less the landlord. Language 
training of expatriate managers is a critical element that must be improved. 
Providing country expertise briefings 
Organizations such as Bennett & Associates (Chicago, Illinois) and 
International Orientation Resources (Northbrook, Illinois) provide extensive training 
for corporate clients going on a long-term global assignment. Some companies, 
such as Procter and Gamble, even provide such services in-house. In most cases, 
the experts who are used for briefings on the new country (or countries) are 
academics. Those who deal with work-related issues are usually people who have 
lived in the location. These preparations are generally closer to briefings than 
training, although some do include critical incident training for the purpose of 
acculturation. Chapters 6 and 7 provide an in depth treatment of appropriate forms 
of global training. 
In any event, education is a very important element of global training. It can 
provide personnel, facilities, equipment, research and even higher level briefings for 
managers. Language training for or in new countries can be tapped to the advantage 
of the corporation and the university. It is not coincidental that so many countries 
now provide linkage between training and university support systems. 
Global Organization Development and Intervention Functions 
The role of organization development (OD) is separate from but obviously 
closely related to training. In both domestic and global cases, OD serves as a 
method of intervention in the organization designed to produce change. The need 
for such change is commonly generated from an organization training needs 
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analysis. Such a needs analysis frequently identifies areas that can than be addressed 
with training, and areas that cannot be addressed with training. This area of the 
problem is the work and object of OD. When a trainer looks at a problem in the 
organization, the first question to be asked is: Is this really a training problem? If it 
is not a training problem, it is most likely an OD problem. 
The OD practitioner must take a very wide scope when addressing non-
training issues. Questions such as: 
• What is the problem? 
• Who says it's a problem? 
• Why do they think it's a problem? 
• What is the scope of the problem? 
• Is it a people problem or a structural problem? 
• Is it a job redesign problem? 
• Is it an empowerment problem? 
The questions can go on and on. 
Through the use of focus group meetings, statistical analysis, observation, 
and a variety of other techniques and interventions, the OD analyst frames an 
approach to correcting the problem. All of this must be accomplished with review 
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and general acceptance of the management of the organization and, preferably, 
among all the key players and stakeholders involved. The latter is a major task in 
itself. Trainers' tasks are generally clear and time-limited. The OD analyst's tasks 
can be very broad-ranged, sometimes mushy, and often evolved over considerable 
time. Both types of experts (trainers and OD specialists) are needed in large 
organizations. 
Global OD is also deeply involved with organfaational structure, function, 
and the redesign of corporate and subcorporate management systems and work 
redesign. 
Busin~ Management Culture and Practices 
Theories of effective corporate/business management abound. 50 In fact, it 
often seems that management theories have become social fads in the business 
community -- changing each theory or approach often annually, claiming miraculous 
results one year only to abandon that effort the next year and replace it with yet 
another panacea. These solutions, theories and systems are the grist of continued 
employment for OD specialists and trainers (they are forever adopting new 
curricula). In the past few years, U.S. business has been particularly involved with 
trying out new methods of corporate organization and operation. Management and 
workers have all been subjected to reorganization methods or operating systems such 
as: statistical process control; management by objectives; total quality management; 
performance management;, self-directed teams; worker empowerment; flat 
structures; and re-engineering. 
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Each of these approaches was designed to improve the operation of 
corporations. Most were inserted in the corporate structure,-often in contradiction 
to existing programs. For example, management has always been concerned with 
irulividual worker performance. Consider the vast number of individual 
performance appraisal systems that exist today. Total Quality Management (TQM), 
the brainchild of Dr. W. Edwards Deming, totally rejects the idea of evaluating 
individual performance. Deming states that the third item among his Seven Deadly 
Diseases is: 
Evaluation by performance, merit rating, or annual review of 
performance. The effects of these are devastating -- teamwork is 
destroyed, rivalry is nurtured. Performance ratings build fear, and 
leave people bitter. They also encourage mobility of management. 51 
In spite of this admonition that performance appraisal was a disease that must 
be eradicated, many, many companies adopted Deming's TQM System, touted it 
highly, spent millions of dollars implementing the system, and continued to operate 
their individual performance appraisal systems as if TQM did not exist. 
Imation, a new Fortune 500 company that was spun off from 3-M 
Corporation is a remarkable exception to this pattern. This new company has 
advised its employees that there will be no more annual performance appraisals. 
Feedback is to be given constantly. 52 That reflects a key Deming point of view. 
Unfortunately, the following case study has most of the symptoms of failed 
adherence to the TQM philosophy. 
• 
CASE: The Training Wars 
I personally conducted training for a company that went through all 
three of the guru's of total quality: Dr. Joseph M. Juran, Philip 
Crosby, and W. Edwards Deming. They started with Juran, primarily 
because they were concerned with statistical process control (SPC) in 
their manufacturing facilities. At that point, quality was under the 
corporate governance of a Quality Control Department (QCD), and 
involved near constant inspections of end-product. There were many 
slogans, measurement points, Zero-defect days, and so on. There 
were improvements, but the point of view was largely still limited to 
quality control issues monitored by the QCD superiors. They were 
the interpreters of the SPC. Employees were there to follow orders. 
The managers outside of the QCD were not happy with the QCD 
operation, and so they sent another non-QCD set of managers to 
Crosby. They were looking for a way to better involve managers, 
supervisors, and possibly employees in a quality effort. Crosby built 
on the Juran approach, adding many bells and whistles such as 
including regular certificates of improvement, celebration days, 
recognition awards, etc. This group was generally referred to as the 
managers' committee (MC). 
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A new corporate president came on board, and he decided to scrap the Juran 
and Crosby efforts. He opted for Deming and TQM, which had become the 
most popular approach to quality management. A whole new training 
program began: top managers were sent off to take four weeks of intensive 
training in a New England think tank operated by one of Deming's followers. 
It was a very expensive program, and it became clear the company could not 
afford to send middle management, much less supervisors and workers for 
such training. 
Another curious situation was that many of the management personnel 
from the QCD and the CD (days) felt they didn't need additional 
quality training and declined to participate in the New England 
training. 
Thus, some of the very top managers had been exposed to three forms of 
very divergent Quality Training, another group to two forms of Quality 
Training, and a third group to one form of Quality Training. Whatever 
synthesis that might have occurred was individual, since the philosophy of 
the new CEO was strictly a Deming approach (at least in theory). It was 
now time to call in the lower priced training help (my organization) . 
We were challenged to create a five "day" training program, running 
from 8:30 AM to 7:00 PM Monday through Friday, and composed of 
7 sessions, two of which were to be run by QCD, 1 by Human 
Resources (HR was our client contact) and the rest by us. The core 
content area was supposed to be teamwork, self-directed teams and 
TQM. 
The program was to be offered over a six month period to cover 
every level of employee, from top management to supervisors, but not 
including the rank and file workers who were to be the basis for the 
self-directed teams. 
The combination of all of these factors was an unmitigated training 
disaster. When fad dominates purpose, or when corporate politics 
split the purpose of training, there is little point in continuing. 
Training, at that point, is no solution. Even a good organization 
development team would have a rough time changing that form of 
fractured organization. 53 
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This case is an example of management not managing. The way management 
manages (or does not manage) is always critical to the success of training. In many 
ways, the field of management was created by Frederick W. Taylor. Frederick W. 
Taylor rose to the rank of chief guru of American industrial efficiency in the early 
20th century. Taylor's vehicle was variously called The Taylor System, Scientific 
Management, or, among workers, Taylorism. 
Taylor had been advocating his system of management for sometime. In 
1919 the railroads were seeking a rate increase from the U.S. Interstate Commerce 
Commission, which regulated the railroads. The railroads said they needed an 
increase in rates in order to cover higher labor costs (that, in itself, was a bit of a 
laugh since wages were very low). Soon-to-be Justice Brandeis learned about 
scientific management and used the information to claim the railroads could reduce 
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costs by following this new management method. In turn, they would no longer 
need a rate increase. Numbers were bandied about showing a 25-50% cut in costs, 
truly working miracles. 54 
The basic principles of Taylor's management system, if read quickly, appear 
almost reasonable. Practitioners did the following in accordance with Taylor's Basic 
Principles: 
First. They develop a science for each element of a man's 
work, which replaces the old rule-of-thumb method. 
Second. They scientifically select and train, teach and develop 
the workman, whereas in the past he chose his own work and trained 
himself as best he could. 
Third. They heartily cooperate with the men so as to ensure 
all of the work being done in accordance with the principles of the 
science which has been developed. 
Fourth. There is almost equal division of the work and the 
responsibility between the management and the workmen. The 
management take over all work for which they are better fitted than 
the workmen, while in the past almost all of the work and the greater 
part of the responsibility were thrown upon the men. 55 
It sounded simple, but its effects were devastating. Raymond Callahan 
said that: 
Taylor's intent was actually that the worker's equal division of work 
was to do what he was told to do by management and his share of the 
responsibility was that responsibility to do what he was told. As 
Taylor told a workman in the shop, the workman was not supposed to 
think. there are other people paid for thinking around here. 56 
That is pretty much how management got started. The improvements are 
obvious, but the inability of management to convince workers that TQM and 
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Performance Management are nothing but more fads belies the progress we have 
made. Taylorism may be dead, but inconstancy of purpose seems to always spin 
back to Taylor's absurd notions. If we send people to training, and they believe it is 
one big con game, where are we going? 
Management Style Adjustments 
Management styles have changed a great deal from the days of Frederick 
Taylor. The very concept of management has been largely dominated by American 
thinking. A major exception appears to be Japanese management. However, even 
in Japanese management, the concepts of Deming and Juran (both Americans) have 
certainly had a formative and on-going impact. In the 1980s and 90s, management 
has often seemed obsessed with management styles and philosophies (sometimes to 
the detriment of effective management). 
When a company has operations in many different countries, should it adapt 
its managerial style to the local culture? Sara Lee Corporation, a top fortune 500 
company, seeks to have each of its subsidiaries develop their own style. If the 
subsidiary does not meet the bottom line results set by Sara Lee, the subsidiary is 
sold-off to another company. Corporate culture, in that context, does not really 
exist. 57 
Most companies, however, do not have that level of turnover or churning. 
Instead, they seek an integrative organization with a common culture. This can be 
difficult to achieve in a global context. Frequent changes in the corporate culture, 
such as switching management philosophies between TQM and Re-engineering, puts 
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strains on the domestic organization. The global organization almost shatters when 
faced with the frequency of such changes. The usual result is a sub rosa rejection 
of the latest fad and a dependence on the old tried and true local cultural 
management system. 
The need for constancy of purpose as expressed by W. Edwards Deming58 
is never more present than in the global corporation. There are more than enough 
problems with adjusting to different cultures without having to face the shifting fads 
of management theories. 
Collaborative Systems: Employee and Labor Involvement 
Labor-management relations in the United States and Canada has been largely 
dominated by an adversarial relationship: management has the money, and the union 
wants some/more of it. While there have been many corporate efforts to reduce that 
tension, the major reduction has been in the labor union membership. Unions are 
shrinking rapidly, except in the public sector, where they are growing. Whitney and 
Taylor note that: "total union membership reached its peak of about 22 million [in 
1980], but dropped to ... 17 million [1967]."59 
Many U.S. based companies will spend fortunes to maintain a labor free 
environment. That does not work as well in a global setting. In Europe, trade 
unions are accepted and there are a series of laws guaranteeing their participation in 
the corporate process. In Germany (and eventually in the entire European Union), 
workers have a works council to represent all levels of employees (even to the 
extent of separate works councils for corporate managers). Similarly, in larger 
corporations the union has the right to elect a representative to sit on the 
corporation's Board of Directors. 
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Under such circumstances, management and labor have sought out 
collaborative processes that will bring the parties together on areas of mutual 
interest. The system has rough spots, but the very competitiveness of Europe v. the 
U.S. is proof that it is working. Union free American companies cannot remain 
union free in Europe. 
For trainers, there is a greater likelihood that training programs will be 
administered as joint labor-management systems, much like the apprentice training 
programs in the U.S. The differences will be found in the scope and breadth of the 
programs. Everyone is involved. 
Work Redesign 
Ideally, work redesign should be a collaborative process between worker and 
the OD practitioner. The key idea is that the problem is not a problem of training 
but is, instead, a problem of the distribution of the components of work. The 
activity involved is identifying the components of a job, seeking the most efficient 
utilization of the components, and redistributing these components among a group of 
workers. For example, the secretary sitting at the reception desk is often seen as 
having a simple job. Yet, people complain because she does not answer the 
telephone quickly, does not type a report on time, ignores the visitors waiting at her 
desk, and so on. The problem is likely to be that there are just too many pieces of 
work to be done, and they all are being pursued in the same time frame. Some 
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spinning off of these pieces to others, and a better time utilization process, could 
probably improve things considerably. 
Identifying and Structuring Needed Interventions 
The structure of work and the structure of the organization have always been 
a particular study of trainers and organization development practitioners and 
managers. Frederick Taylor saw the organization as composed of many layers of 
management. W. Edwards Deming saw the organization as having few layers of 
management. In recent years, corporations are seeking a nearly flat structure. 
Corporate control processes have gone through a similar change. 
Empowerment of employees was the buzz word. Self-directed teams were designed 
to replace all kinds of people. Midlevel managers are being eliminated, including 
even supervisors. Flat seems to mean almost stomped on. The problem now is how 
do we get the work done with a constantly shrinking workforce and a constantly 
changing organization? 
Trainers are often faced with the dilemma of conducting training that may be 
in vogue for less than a year. That is not a very effective way of operating. 
Defmed Terms 
~~- The terms defined in this Chapter include: 
:e-~: ~t 
~ ' Training serves the organizational functions of identifying, assuring, and 
~ 
rt:~:_ . It. through planned learning-helping developing key competencies that enable 
~,c i fudividuals employees to perform current or future jobs. 60 
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i 
ft Organization development defines its mission as assuring healthy inter- and ~ ~ 
~.': i _ iittra-unit relationships as well as helping groups initiate and manage change through 
~- Planned interventions. 
~-
i-- .L Career development seeks to ensure a focus on matching individual career I planning and organization career-management processes. Its purpose is to achieve 
the best match of employee and organizational needs. 
Host country nationals (HCN), are employees who live and work in the host 
:~ -country on a relatively permanent basis. 
' . .:. 
Expatriates, or parent company nationals (PCN), are employees from the 
./Original home country who are on term assignment in the host company. 
Third country nationals (TCN), are employees brought in to work in or on 
,,- ""' 
;- the new venture who are sourced from places other than the host country or the 
parent company. 
Counterpan training is used in many World Bank projects. The essence of it 
is that the HCN manager trains alongside the Expat manager, who eventually turns 
.-~--over responsibility to the HCN. 
Culture shock is a four phase process of cultural adaptation that arises in 
most people on long-term foreign assignments. Phase 1. is one of tourist-like 
interest, fun and exploration. Phase 2. is one of irritation, annoyance and 
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frustration about the culture (2-4 months). You are restless, can't sleep. You begin 
loosing interest in your work and feel a lot of homesickness. This is the worst 
phase, and it is in this period that many people give up and go home. Phase 3. is 
the most important if you are going to make it in the culture. You learn to accept 
some of the local culture, enjoying peculiarities, accepting local ways of going 
things. Negative feelings remain, but acceptance overrides. This is the recovery 
stage for most people. Phase 4. is usually recovery. The Expat becomes the expert 
sought out by others to explain things; you accept the differences. The adjustment 
has been made. The other parallel Phase 4. is when instead of adjusting you simply 
go native. Your adjustment led you into the path of being fust like them, except you 
can't be the same. Instead, you become a caricature of the local people. 
Consequently, you loose your effectiveness and your job. 
Needs alUllysis (training needs alUllysis, assessment) is a process of searching 
out problems and causes that will identify what kind of training, if any, is needed. 
It typically involves asking why/why-not questions about a wide variety of possible 
causes of a perceived problem. Ultimately, the needs analysis should identify what 
training is really needed. 
Short-term global assignments are assignments usually in the range of one or 
two days to as many as five or six weeks. 
F.xpatriate adjustment training is the high profile global training focusing on 
preparing expatriate managers for overseas assignments, in country training of 
expatriates, and repatriation training. 
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Global training program design focuses on designing/redesigning training 
programs to be used in multiple countries. The effort must focus on designing and 
adjusting training programs to function effectively based on the minimum necessary 
change in the training. 
Taylorism is an authoritarian management style that developed in the early 
20th century and has generally been replaced by efforts at participatory work 
processes. 
~: 
~~: 
112 I f .. Conclusion 
1.·.·· In this chapter, an effort was made to describe global training in the field and 
i the nature of training assignments and tasks. All of this takes place within a 
i I 11·. 
~· t r; 
~: 
framework of varying cultural contexts, and cultural toughness in assignments and 
diverse places. As we move to chapter 3, we will also see the impact of minimum 
necessary change, thus filling out the overall framework of this dissertation research 
project. 
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CHAPTER 3 · 
THE GLOBAL CLIENTS & HOW THEY FUNCTION 
Working In The Business of Training 
Until now, we have primarily dealt with the construction of a theoretical 
framework for global training. While the focus remains context, cultural toughness, 
and minimum necessary change, the application of the theory becomes paramount. 
The purpose of this chapter is to show how the field of global business operates and 
how this relates to global training. I will discuss the processes corporations go 
through in going global and the varieties of corporate structures that operate in an 
international environment. I will also explore the nature of development projects in 
third world situations, the role of non-government organizations (NGOs), and the 
commitment necessary for trainers to work in some international settings. 
Global Corporations 
International trade and commerce have existed for a long, long time. The 
annual Guangzhou Trade Festival in Canton, China has been operating longer than 
anyone can describe -- probably eons (usually expressed in China as always). The 
Hamburg Nuremberg and Diisseldorf Trade fairs go back at least to the Middle 
Ages. The vast African continent hosts many trade trails and centers. 
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Certainly the most dramatic and exotic of these centers are Khartoum (Sudan) 
and Addis Ababa (Ethiopia). They have existed for countless years as the major 
trade crossings for the whole northern part of the continent. Walking in the Addis 
Ababa central market (which covers at least the equivalent of ten city blocks), the 
stalls were covered with rusting tin and rotted cloth to protect one from the direct 
burning sun. I saw people trading for: fruits, vegetables, fist sized garlics; used and 
new clothing of every kind; bright bundles of yarn; beat-up automobiles from 
France, England, the U.S.; household goods from everywhere; identifiable and 
unidentifiable objects of every kind; and even a used American Standard toilet. 
When your senses are assaulted with that much information and exposure, you begin 
to understand that international trade is not exactly a new phenomena. 
The trail from Casablanca or Tunis across the Sahara to Khartoum, from 
Khartoum to Addis Ababa, and then from Addis Ababa to the French African port 
of Djibouti runs from the Mediterranean to the Red Sea, the Gulf of Aden, and the 
Indian Ocean. It is, perhaps, the longest trade track in the world. Yet, today, and 
every day, corporations are consummating trade and business deals by the minute 
that exceed all the deals made on the Saharan track. 
That reality defines the difference between business as it was and business as 
it is. Business as it will be is going to be even more complex. The globalization of 
business has arrived. The purposes of this chapter are to: 
• explain how the globalization process happens; 
• describe the common corporate cultures of our clients and how they 
differ; 
• define and describe how the non-government organization clien~ 
(NGOs) fit into the training process; 
• comment on the continued tightening up of corporate control; 3.t\d 
• take a look at the development work field and its implications f()r 
training. 
The Globalization Process 
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The process by which a company becomes global has many parts. To 
understand the process, one must first look at how a domestic corporation develops. 
This initial stage, a corporation operating in a specific country serving a group of 
customers is the stepping stone for the entire process of globalization. 
Domestic Corporations 
Domestic corporations generally go through three corporate stages: lOCaI 
' 
regional, and national. The locally based corporation generally services a market 
that is nearby, usually in the same city or state, depending, of course, on the size of 
the county, region or nation-state. The primary market, is, however, the foctts of 
the local corporation. As the company saturates its local market, it tends to ~xpand 
regionally -- from the initial neighborhood or city location to a circle beyond that 
level, perhaps another city, a series of cities, etc. In large countries, the are(l would 
be a region. Again, depending on market forces, market saturation, and demand for 
the product, the domestic corporation will eventually cover the available mar~et in 
its own nation-state. 1 
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Danielle Walker sees this as three steps, with the third being a national 
corporation. The local stage serves immediate primary local market (city/local 
state); the second stage regional corporation serves city, state, multi-state circle or 
region; the third step national corporation markets its products nationally. It is, then, 
a nation-state corporation. 2 
The key characteristics of the national corporation are: 
• It is focused on marketing/producing in its own country. 
• The company almost always uses domestic suppliers and produces and 
markets its services and products to customers in its home country. 
• The information focus remains on domestic market trends, resources 
and environmental conditions and opportunities. 
• The company develops its strategies, plans and tactics to operate only 
inside the domestic marketplace. 
In essence, the focus is entirely national and domestic. The company depends 
upon such things as its product visibility, command of local resources and 
dominance of local markets. 
Since the national company has effectively closed its eyes to the rest of the 
world, it is very vulnerable to foreign competition. This is, of course, precisely 
what happened in the United States in the 1970s. The assumption of a safe market 
is common to national and domestic corporations. It is quickly abandoned (often 
with much kicking and screaming) when one is faced with international and then 
global competition. 
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The Exporters 
The second stage in the globalization process is usually involved with 
exporting on an international level. Companies in this stage are often called 
Export/International organizations or an Emerging International Company, although 
they may not see this as a significant change. If the company is producing a product 
that is in demand because of its value and quality, the product is also likely to be 
needed in other locales. The emerging market outside the nation-state or home 
company often has to fight hard to get some of the product, since the national 
company initially sees the outside demand as a bit of a nuisance: no process in place 
for shipping, handling, representation, repairs, and so on. A good example of how 
confused would be entrepreneurs can be is demonstrated in the case study below. 
CASE: I Wonder Why They Want Us? 
In the 1980s I was a training consultant in the domestic U.S. elevator 
(lift) industry. John Caliente (fictitious), President of what I will call 
Best Elevators, a regional but ori its way to becoming national 
company, told me a wonderful story. Six or seven years earlier he 
had been contacted by a company in Bahrain (a well developed island 
nation-state in the Persian Gulf). The company wanted six high rise 
lifts built by Best Elevators in Oklahoma. These elevators were then 
to be flown to Bahrain and installed in a brand new highrise office 
building then under construction. It would have to be a very fast job, 
and Best Elevators would have to bring over their own installation 
crews to install the elevators. The Bahrainies were prepared to pay a 
premium to get the job done. This was very big money. 
Best Elevators took the order, did the job efficiently and effectively, 
and saw the whole thing as something like winning at a bingo game or 
race track. The fundamental attitude was: I wonder why they want us? 
Three yea.rs later, Best Elevators received another, even bigger order 
from the same Bahrain firm (the Best Elevators folks could not 
remember the company's name at that time). Again-, like receiving a 
gift from a stranger, they carried out the order and improved their 
profits significantly. They still wondered, why do they want us? 
At this point, I met John Caliente, President of Best Elevators, 
and he told me the story. I suggested to him that the quality of his 
product was very good, and that the Bahrainies had no doubt heard 
that from others. I explained that the question why do they want us 
was answered by Best Elevators' quality and service. I suggested to 
John Caliente that perhaps, given their past track record, he might 
want to contact the company again and ask if there was anything else 
Best Elevators might do for them, or ask if they might have any 
suggestions for increasing Best Elevators' business opportunities in 
Bahrain. 
John laughed and said Hell, we don't know anything about installing 
elevators in the Middle East, why would they want us? At that point, 
I saw the sudden flash of comprehension run across John's face. He 
picked up the telephone: 
Making a long story short, John contacted his customer-who-he-did-
not-really-think-was-a-customer, they arranged a joint venture in 
Bahrain, and today, roughly 30% of Best Elevators' business comes 
from Bahrain. As John Caliente put it, this is what I call accidental 
globalization! 
The export/import stage is usually the point where globalization really 
begins. As Walker notes, the company now exports internationally, sources 
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nationally and internationally. It usually sells or markets its products and services in 
foreign countries. In spite of that, the company still functions in a primarily 
domestic sense, seeking some competitive advantage but not really maximizing its 
potential. 3 
Quite often, the emerging global company operates much like Best Elevators: 
when it gets a global opportunity, the opportunity is seen as something of a fluke. 
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Most often such companies choose to operate internationally through independent 
agents or distributors, perhaps a symbol of their tentativeness and/or fear. A 
next step might be to establish an international division within the company (as if a 
division could contain the international world of business and commerce). As the 
process moves along, the company begins a series of reorganizing efforts in an 
effort to contain and then expand the international efforts. 
Slowly the corporation creates, organizes and learns how to manage cross-
cultural business distribution linkages. It begins to require a higher level of 
understanding of cross-cultural differences in it managers, and it learns that there is 
a need for a high level of flexibility to accomplish results in a multi-cultural and 
multinational setting. 
The Multinational Corporation 
The third stage of globalization is often called the multinational stage. The 
company is definitely in the global area, but is not quite yet at a full stage level of 
globalization. The multinational company is often characterized by a centralized 
parent company that controls strategy, technology and resource allocation, as well as 
by localized national or regional operations that handle decisions regarding 
marketing, sales, manufacturing, customer service, and competitive tactics.4 The 
company has grown to the point that it may have divisions based in various nation-
states, each usually representing major segments of the world. The company also 
begins collecting critical information on competitive issues world wide; it usually 
has multiple forms of organization, with increasing emphasis on joint ventures 
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between the corporation and corporate entities in other countries. Slowly, the 
company develops a global view, seeing people, resources,- and business 
opportunities completely outside the issue of nation-states. It also begins to see the 
globalization process as one that can avoid destabilization problems (in one sense, 
drought, famine, pestilence, plague) by having the flexibility to move operations to 
other locations, virtually at will. The multinational begins an on-going process of 
requiring its managers to work effectively in cross-cultural situations. Yet, it is still 
encumbered in its attachment to a nation-state foundation. 
Globalization 
The global stage of development transcends the national origin of the 
corporation. Even if it had a headquarters in a nation-state (or two or three), it is 
now doing business without regard to nation-state priorities. Business is what drives 
the corporation, not government or nation states. This is a type of extension of the 
multinational corporation, although organizational, national or regional boundaries 
no longer act as effective barriers. Corporate decision-making is truly global with 
regard to people, sources, products, and international relationships. In most cases, 
this also means that the corporation's mode of operation must shift from nation-state 
oriented thinking to global thinking. Hierarchical forms of management are usually 
abandoned in favor of more flexibility of management among the many units of the 
organization. Bottom line results are still ardently sought, but the way a unit gets to 
the bottom line result is of increasingly less concern to the global company. It has 
truly moved on a continuum in the direction of think global/act local. Decisions to 
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acquire/sell/spin-off units of the corporation are made every day, with little concern 
or effect on overall operations. In fact, the global corporation cannot only avoid 
destabilizing trends or activities, it can also cause destabilization as a method of 
manipulating market demands. 5 
There are good reasons to applaud success in business, and there are good 
reasons to deplore some of the actualities. One of these is the obvious ability of the 
global corporation to shrug off some of the constraints that exist in individual nation 
states by simply picking up and moving. Inherent conflicts such as this are not 
unique to global corporations, but they certainly do deserve significant attention and 
study. 6 
The process of becoming a global company is long and complicated. The 
number of companies at this stage is rapidly increasing. Most of these companies 
have gained a new sensitivity to local needs. Walt Catlow, President of U.S.-based 
Ameritech, recently described how Ameritech staffed intern~tional personnel in 
Hungary, where the company is installing an entirely new telephone infrastructure. 
First, the area of human resources is as important as any 
memorandum of understanding. We've always been very selective in 
recruiting Ameritech staff, but when selecting personnel for 
international assignments, we are even more careful. Naturally we 
expect Ameritech people to have technical, operational and marketing 
skills this kind of assignment requires. But they also must work and 
play well with others with a high degree of cultural and political 
sensitivity. 
An excellent example is the group of employees in Hungary. We sent 
25 to join the staff group of our consortium with Deutsche Telecom. 
We hand picked experts in areas like customer service which the 
consortium identified as the greatest need. But we also hand-picked 
individuals who could adapt to living away from home and who would 
embrace their new culture with enthusiasm. 7 
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There is a good deal of this sort of planning and operation going on around 
[~ the world. Note the fact that Catlow is talking about a joint venture between three 
;'.' ~. 
~~-· 
,~ companies: American, German, and Hungarian. 
{ 
~~. 
t' Comprehensive Common Corporate Cultures 
What is a corporate culture? There are a great many definitions, and there 
~:~ 
~: are an even greater number of actual corporate cultures/styles. The two words 
~ 
;_ intersect when one tries to describe different corporations. Some corporations have 
a warm fuzzy atmosphere, for example, the early period of Apple Computer. 
~. Others have a fierce internally competitive nature, for example, Phillip Morris. 
~·· i.:c Walt Catlow's Ameritech certainly reflects the idea of work and play together. Sara 
~ ' 
Lee, a corporate name that brings images of cakes and pies, is in reality fast 
moving, coldly based on a bottom line approach and constantly buying and selling 
corporations. Van Leer Containers places 10-15% of its profits in a charitable 
foundation, completely out of reach of its board of directors, promotes people on 
performance, and rewards people willing to take foreign assignments. The 
interesting thing is that in each case, if you visit several of the individual locations 
of a given company, you are likely to recognize it and its culture. 
Fons Trompenaars identifies four forms of corporate cultures: Family 
culture, Eiffel tower culture, Guided missile culture and Incubator culture. Each if 
these, he asserts, are impacted by national differences, and shared perceptions of the 
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organization. He projects a corporate culture model based on these four, as shown 
below. 
TABLE 5 
FONS TROMPENAARS: CORPORA TE ll\fAGES 
Egalitarian 
Fulfillment-oriented Project-oriented 
culture culture 
INCUBATOR GUIDED MISSILE 
Person· 
FAMILY EIFFEL TOWER Task 
Power-oriented Role-oriented 
culture culture 
Hierarchical 
Trompenaars uses the name symbols (Family culture, Eiffel Tower culture, 
Guided Missile culture, Incubator culture) as metaphors of the cultural 
characteristics in each category. Each of these represents a significantly different 
form of corporate culture. The following are brief definitions of each, using 
Trompenaars' words. 
THE FAMILY CULTURE 
I use the metaphor of family for the culture which is at the same time 
personal. with close face-to-face relationships, but also hierarchical, in 
the sense that the parents of a family have experience and authority 
greatly exceeding those of their children, especial! y where they are 
young. The result is a power-oriented corporate culture in which the 
leader is regarded as a caring parent who knows better than his 
subordinates what should be done and what is good for them. Rather 
than being threatening, this type of power is essentially intimate and 
(hopefully) benign. The work of the corporation iii this type of 
culture is usually carried forward in an atmosphere that in many 
respects mimics the home. 8 
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Since small businesses appear to be the dominant form of business (although 
certainly not the dominating form), the family business model described by 
Trompenaars is clearly a primary system. Yet, because of the perceived smallness 
of family businesses, we seldom see it as a global player. That is a mistake. 
Family businesses may not operate globally (although many do), but they are 
everywhere. In Europe and Asia, family businesses appear to dominate the private 
sector. Very large and profitable companies in those regions are, in reality, 
examples of the family business model described by Trompenaars. 
In spite of the general dominance of large corporations, the family business is still 
alive and well throughout the world. 9 
EIFFEL TOWER CULTURE 
In the Western world, a bureaucratic division of labor, with various· 
roles and functions, is prescribed in advance. These allocations are 
coordinated at the top by a hierarchy. If each role is acted out as 
envisioned by the system, then tasks will be completed as planned. 
One supervisor can oversee the completion of several tasks; one 
manager can oversee the job of several supervisors; and so on up the 
hierarchy. 
I have chosen the Eiffel Tower in Paris to symbolize this cultural type 
because it is steep, symmetrical, narrow at the top, and broad at the 
base, stable, rigid, and robust. Like the formal bureaucracy for 
which it stands, it is very much a symbol of the machine age. Its 
structure, too, is more important than its function. Its hierarchy is 
very different from that of the family. Each higher level has a clear 
and demonstrable function of holding together the levels beneath it. 
You obey the boss because it is his or her role to instruct you. 
The boss in the Eiffel Tower is only incidentally a person. 
Essentially, he or she is a role. Were he to drop dead tomorrow, 
Someone else would replace him, and it would make no difference to 
your duties or to the organization's reason for being. 10 
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Trompenaars' Eiffel Tower model describes the typical large corporate model 
found particularly in Western countries. Most of us are familiar with its structure, 
and aware of how much it is changing in the 80's and 90's. Manufacturing, once 
completely dominant in the U.S. and Great Britain has been largely replaced by 
service industries. The manufacturing structure has been battered by a wide variety 
of management systems; it has been flattened, stripped, and reengineered. Instead 
of building assets, it now spins them off. Instead of building loyalty and skills, it 
fires workers by the thousands in order to get a positive bump up in their stock 
market price. Yet, the Eiffel Tower model still survives as the primary big 
corporation model. 
GUIDED MISSILE CULTURE 
The guided missile culture differs from both the family and the Eiffel 
Tower by being egalitarian, but differs from the family and resembles 
the Eiffel Tower in being impersonal and task oriented. Indeed, the 
guided missile culture is rather like the Eiffel Tower in flight. But 
while the rationale of the Eiffel Tower culture is means, the guided 
missile has a rationale of ends. Everything must be done to persevere 
in your strategic intent and reach your target. 
The guided missile culture is oriented to tasks, typically undertaken 
by teams or project groups. It differs from the role culture in that the 
jobs members do are not fixed in advance. They must do whatever 
it takes to complete a task, and what is needed is often unclear and 
may have to be discovered. 
The ultimate criteria of human value in the guided missile culture is 
how you perform and to what extent you contribute to the jointly 
desired outcome. 
In practice, the guided missile culture is superimposed upon the Eiffel 
Tower organization to give it permanence and stability. 11 
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The guided missile culture is, in fact, a kind of overlay onto the Eiffel Tower 
type organization. In effect, it is a matrix organization, with two (or more) very 
separate reporting. lines. The main maintenance type functions are performed by the 
Eiffel folks, and the innovative, out-on-a-limb guided missile folks keep the 
innovation going. The two strands do not really mesh well, but they do produce a 
very powerful (if schizoid) corporate culture. 
INCUBATOR CULTURE 
The incubator culture is based on the existential idea that 
organizations are secondary to the fulfillment of individuals. Just as 
"existence precedes essence" was the motto of existential 
philosophers, so "existence precedes organization" is the notion of 
incubator cultures. 
If organizations are to be tolerated at all, they should be there to serve 
as incubators for self-expression and self-fulfillment. The metaphor 
here should not be confused with "business incubators. "12 
However, the logic of business and cultural incubators is quite 
similar. In both cases. the purpose is to free individuals from routine 
to more creative activities, and to minimize time spent on self-
maintenance. The incubator is both personal and egalitarian. Indeed, 
it has almost no structure at all, and what structure it does provide is 
merely for personal convenience: heat, light, word processing, coffee, 
and so on. 
The roles of other people in the incubator, however, are crucial. They 
are there to confirm, criticize, develop, find resources for, and help to 
complete the innovative product or service. The culture acts as a 
sounding board for innovative ideas and tries to respond intelligently 
to new initiatives. 
Incubators often, if not always, operate in an environment of intense 
emotional commitment. However, this commitment is less towards 
people per se than to the world-changing, society-redeeming nature of 
the work being undertaken. 13 
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The phenomena of the small, innovative and free flowing culture described 
by Trompenaars is, of course, based on the high tech and\or high innovation 
companies that have sprouted up around the world. These would include areas such 
as Silicon Valley, California; Silicon Glen, Scotland; Route 28 around Boston; 
Interstate 88 West of Chicago; and Interstate 15 south of Salt Lake City, Utah. 
There are many more. Most, however, tend to be located near but usually not in 
high population areas in Western cultures. Kuala Lumpur, Malaysia's training parks 
are an example of the export of this phenomena to Asia, as well as several special 
zones in China. Thus far, the model seems difficult to maintain as the organization 
grows. Trompenaars suggests that it becomes difficult to communicate 
spontaneously and informally with more than 75-100 people. 14 In the limited 
period such organizations have been in place, it seems there is an incubator period 
when the idea of a product or service either fails or turns into more of a guided 
missile form of corporation. 
These four structures (Family culture, Eiffel Tower culture, Guided Missile 
culture, and Incubator culture) do provide a useful framework for describing the 
array of corporate cultures. Trompenaars also conducted research identifying some 
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national trends or preferences for the four models. The Swedes were the only 
national culture that seemed to want the incubator culture (although the incubator 
primarily exists in the U.S. and U.K.). Americans, Canadians and British prefer the 
Guided Missile. Denmark, Netherlands, and Germany favor the Eiffel Tower, and 
France, Belgium, India, Spain and Japan favor the Family corporation. To quote 
Trompenaars: 
We have defined four broad types of corporate culture, which are 
closely related to the national differences... Just as national cultures 
conflict, leading to mutual incomprehension and mistrust, so corporate 
cultures collide. Attempts to "dice" the family with a matrix can 
cause rage and consternation. Getting cozy with subordinates in the 
Eiffel Tower could be seen as a potentially improper advance. 
Asking to be put in a group with a special friend is a subversive act in 
the guided missile culture. Calling your boss "buddy" and slapping 
him on the back will get you thrown from the Eiffel Tower, while 
suggesting in an incubator that everyone fill out time-sheets will be 
treated with cat-calls. 
Yet the types exist and must be respected. Really successful 
businesses borrow from all types and ceaselessly struggle to reconcile 
them. 15 
These four organization structures (Family culture, Eiffel Tower culture, 
Guided Missile culture, and Incubator culture) are the vehicles through which the 
global organizations do business. The global trainers working for each of these four 
very different types of organizations are the clients of trainers. In fact, since sop 
many trainers operate on a contract basis, the global trainer must learn to adapt to 
the different client styles. Having recently. visited a number of major corporate 
operations in Europe, it was clear that Zurich Reinsurance was rapidly changing 
itself from an Eiffel tower to a guided missile culture, while Dow Europe was 
content with its somewhat flattened Eiffel tower. Lloyds of London, on the other 
hand, was a huge but clearly family culture. These are very real, operating 
constructs of corporate culture -- trainers must learn to deal with them. 
Non-Government Organizations, Not-for-Profit Corporations 
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In its simplicity of language, NGO or Non-yovemment-Organization sounds 
absolutely clear: presumably an NGO is an organization that is not part of 
government (local, state, regional, national or international). Unfortunately, that 
does not tell us much. Most NGOs are eleemosynary in purpose: seeking to better 
conditions in developing countries, catastrophes, famines, and so on. In the U.S. 
these entities are called not-for-profit corporations; other places call them charities. 
Most domestic eleemosynary/charity organizations do not refer to their organizations 
as NGOs. However, when they operate internationally, they often do use the term 
NGO. Does the government provide funding to NGOs'? Yes, almost always. Are 
NGOs dependent on government funds? Usually, although there is often a mix of 
government and donated funds (usually significantly small on the donated side). 
Could for-profit corporations be considered NGOs, since they too are non-
government? No, at least not according to those who generally define themselves as 
NGOs. 16 
In the real world, NGOs and corporations often compete for government 
project funds. Traditionally, people believe that NGOs will be less expensive than 
corporations in the government funds bidding process. With many NGOs, that is 
simply not the case. Universities (if they can be considered NGOs), frequently have 
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overhead f~tors that price their services quite high compared to, for example, for-
profit corporations or not-for-profit charitable organizations .. However, in my own 
experience at government contracting, it is likely that the for-profit corporation will 
offer the lowest bid. We are not, of course, talking quality, product, etc. 
Who, then, are these people? Those who take on the NGO label would 
generally say they are different from government, for-profit corporations, or 
universities. They see themselves as in the front line of development, somewhat 
akin to the Peace Corps, with an attitude of assisting rather than directing 
development efforts. They come from all over the world to do this work, in very 
diverse settings. Sometimes they make money, most of the time they work for 
relatively low wages and a high commitment. 
Global trainers are to be found in all of these NGO's. Many experienced 
and successful trainers gained their experience in NGO work. The NGO's represent 
a vast network to be tapped by trainers on their way to becoming global trainers. 
Diverse Cultures 
There are many diverse organization cultures among those working in 
development. Many companies are for-profit organizations, some very big. 
Bechtel, Louis Berger International, Nestle, and Phillips are, for example, working 
in the development field. Bechtel and Berger, both American based, represent the 
engineering-cum-consulting firm, bidding and winning contracts to conduct major 
projects in developing countries. Nestle represents a product oriented company 
which inevitably impacts on the developing countries. Phillips represents a product-
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process operation, sometimes contracted or a joint venture. 
Yet another group in the developing countries would be government agencies 
-- the United Nations and its many subsidiaries, the World Bank (actually, the 
International Bank for Reconstruction and Finance), government sponsored regional 
development organizations. Management and labor organizations also show up in 
the list since they often receive funds from government to do good works in 
development. A small sample of the government and government related 
organizations working in the development area are listed below. 
TABLE 6 
GWBAL ORGANIZATIONS IN THE DEVEWPMENT WORLD17 
Abbreviation 
AAFLI 
AALC 
ADB 
ADB 
ADB 
AID 
AIFLD 
ARO 
CBI 
CINDE 
EC 
ECOWAS 
EEC 
ELC 
EP 
ESC 
Exim 
FAQ 
FCS 
FS 
FTUI 
FTC 
FTO 
FTZ 
IABD 
Organizations 
Asian-American Free Labor Institute (AFL-CIO) 
African-American Labor Center (AFL-CIO) 
African Development Bank, or 
Asian Development Bank 
Arab (Muslim) Development Banks 
See USAID 
American Institute of Free Labor Development (AFL-CIO), 
(Latin American & Caribbean) 
Asian Regional Organization (ICFTU) 
Caribbean Basin Initiative 
Costa Rican Development Authority 
European Community 
Economic Community of West African States 
See OECC 
Employers' Liaison Committee (UNICEF) 
European Parliament 
Economic & Social Committee (EC) 
U.S. Export-Import Bank 
Food & Agriculture Organization (UN) 
Foreign Commercial Service (U.S.Dept.Commerce, Foreign 
Commercial Officers) 
Foreign Service (U.S.Dept.State, Foreign Service Officers) 
Free Trade Union Institute (AFL-CIO organization with major 
U.S. government funds.) 
Foreign Trade Corporation 
Foreign Trade Organization 
Free Trade Zone 
Inter-American Development Bank 
Continued ... 
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Both the first and second groups of organizations include Government and 
non-Government (NGO's) organizations. There are also U.N. organizations, local 
and international trade union organizations, and management organizations. 
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TABLE 6--CONTINUED 
Abbreviation Organizations 
IBRD 
ICC 
ICFTU 
IDCA 
IDBP 
IFC 
ILO 
IOE 
IRC 
ITA 
ITF 
ITS 
JETRO 
LO 
International Bank for Reconstruction & Development (World Bank) 
International Chamber of Commerce 
MIDA 
OATU 
OECD 
OPIC 
OEEC 
ORIT 
ORT 
TDA 
TUAC 
TUI 
UN 
UNDP 
UNESCO 
UNIDO 
US AID 
us cc 
USIA 
WB 
WRF 
WE 
International Confederation of Free Trade Unions 
International Development Cooperation Agency (USA) 
Industrial Development Bank of Pakistan 
International Finance Corporation (World Bank) 
International Labor Organization Office (UN) 
International Organization of Employers 
International Red Cross 
IT A International Trade Administration (U.S. Dept. Commerce) 
International Transportworkers Federation 
International Trade Secretariat 
Japan External Trade Organization 
Landsorganisationen (Central Confederation of Employees, Den-
mark, Norway, Sweden) 
Malaysian Industrial Development Authority 
Organization of African Trade Union Unity 
Organization for Economic Cooperation & Development 
Overseas Private Investment Corporation (USA) 
Organization for European Economic Cooperation 
Interamerican Regional Organization of Workers (ICFTU) 
Organization for Educational Resources & Technical Training 
U.S. Trade & Development Administration 
Trade Union Advisory Committee (OECD) 
Trade Union International (WFfU) 
United Nations 
United Nations Development Program 
U.N. Economic, Social & Cultural Organization 
U.N. Industrial Development Organization 
U.S. Agency for International Development 
U.S. Chamber of Commerce (also recipient of major government 
funding) 
U.S. Information Agency 
World Bank(International Bank for Reconstruction & Development) 
World Rehabilitation Fund 
World Education 
Most of these organizations are not what we would normally call NGO 
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development types (with the exception of IRC, ORT, WRF and WE). In fact, they 
'tend to be the distributors of money/grants for development- purposes. The problem 
:m development is always a choice between maintaining the existing culture or 
-" significantly changing it to reflect a more Western culture. It is in this context that 
~'. mQst NGOs work. In the Case Appendix there is a study called Toward A 
~J;>evelopment Strate~y for Madeningascar that addresses these difficult issues. 
~·.Training in the context of development is a very difficult but enlightening process. 
This case study will give you a sense of the problem. 
, Idealism and Just Doing the Job 
The problem with working in the field with NGOs is that experience 
purportedly shows that systems such as training, re-education, even distribution of 
foodstuff or seeds for crop planting simply do not happen the way they should. 18 
In case after case, one hears/sees/learns that the product (food, seed, training, 
t knowledge, money, whatever) is delivered only after a significant amount of the 
~·:aid/money has been syphoned off to government functionaries, intermediaries, local 
, .. leaders, etc. Those who work in the field in NGO operations are not among those 
~: 
~ ripping-off the others. To the contrary, the NGO field staffers are generally 
r-; 
~. 
i 
;, 
~· 
relatively low paid, are often volunteers, and are truly dedicated to improving the 
~·· welfare of others. They are, therefore, frustrated and often bitter about the lack of 
, results. They see these frustrations as generated by the minimal amount of product 
~~ 
that arrives at the level of those who really need it. To understand the point of view 
~ 
" of those who work in development (i.e., developing country NGOs), let me give you 
&' 
.. 
~--
an example. 
CASE: The Legend of Sam Smith 
There is an old NGO legend in the development world about the best 
way to re-distribute income from the wealthy to the poor through the 
use of development programs. It seems Sam Smith, Project Director 
for an NGO in Downandlmostlyout, East Africa, got a small grant 
from an agency with no restrictions on how it would be distributed. 
The objective was to get the money to the starving farmers so they 
could buy seed to plant their crops. The traditional methods of 
distribution would be from the NGO to a series of government or 
other appointed middlemen and politicians, from there to village 
chiefs, and from there to the farmers. 
Sam announced that this was a great opportunity, and invited his staff 
to go with him to the bare-bones local bar. He had already cashed in 
the grant for local currency, which he piled on a table in the bar. 
Sam then advised the staff to buy beers for themselves, drink them, 
tip the barhops generously, and to keep doing this until the money 
was gone. 
Within three hours, the owner of the bar had earned his money and 
become wealthy (in local terms), the bar maids had collected huge tips 
which they took home to their husbands and fathers, who in turn 
bought seed to plant a new harvest. Each participant worked for 
money, did not see it as charity, and, of course, kept some of the 
money for his/herself, as well. 
As Sam reported to his home office, not one banker, government 
official, policeman or politician got his hands on the money or even a 
small piece of the proceeds. It was a fantastic act of redistributing the 
wealth; the money went to those who needed it. As the story goes, 
Sam lost his job and was declared persona non grata by the 
government of Downandmostlyout, East Africa. 
NGOs are among the biggest groups of clients in developing countries. I 
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highly recommend the experience. I also highly recommend leaving the field before 
total burnout. 
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Contract Training for International Development Programs 
Contract training in international development settings is usually sponsored 
by governments or government related agencies. The World Bank, UNESCO, and 
USAID are among the largest sponsors. Most of the contracts involved are let to 
non-government organizations such as consulting firms, universities, engineering 
companies, consortiums of a variety of companies, multi-national consortiums, and 
NGOs. The training is usually very specific, skill based, and time limited. 
Increasingly, counterpart training is provided. 
Counterpart training involves the trainer (or other designated project officer) 
who has been assigned or tasked to the country project, and his/her counterpart (i.e., 
the local person who will usually takeover the function on an ongoing basis). The 
project officer is directly dealing with his/her replacement, in an apprentice-like 
relationship. Ideally, such relationships should be established with each appropriate 
project officer and their counterpart. The local counterpart may well be a very 
experienced person, in which case the relationship must move to a collegial level. 
Trainers, in such a setting, tend to be advisors to the project officers and 
counterparts. The real training is going on between the participants. 19 That is not 
to say that traditional training is not offered, because it is. Most of the training, 
depending on the project, will tend to be technical and skills based when it is 
conducted in group settings. 
i ~: 
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~~· The Rotating Pool of Candidates 
~ 
Like corporations, Project Managers are always seeking training candidates 
for inclusion in contract bids. This is one way to get into the business: 
• Follow the bidding process through USIA notices, Commerce 
Business Daily, USAID notices, etc. 
• Get your resume out to potential bidders (many people submit 
resumes to competitive bidders). 
• Keep in touch with the bidders . 
!t-i; Most of the USAID and USIA information is available on the Internet, with 
.. 
~ r relatively easy downloading of the information. 
~­
.; 
~· Bidders always need resumes. Most projects are staffed with people who 
k 
· have never worked for the successful bidder. Remember, of course, that there is 
usually only one successful bidder, so the process is likely to take time. However, 
there is a high likelihood of an assignment if you keep it up. The pool of potential 
candidates is actually quite small. Bidders always need resumes. 
What You Bid May Not Be What You See 
When you are included in a bid for an international contract, you naturally 
assume that the function for which you were chosen, such as training, will, in fact, 
be training. That is not, necessarily, the case. Bidders face the need to meet a 
budget, and often start combining jobs, eliminating jobs, and otherwise restructuring 
the final contract, often at the demand of the granting government or agency. What 
you bid for may not be what you are offered. In spite of these changes, if you are 
~; prepared to do new and different things in addition to you training programs, you 
~ will probably enjoy the work. 
~ f Trends Toward Tighter Management Control 
r-
i Articles abound on the subject of cutting costs in the global arena. The 
~ 
~i 
~; biggest cost is usually labor. But within that, the real issue is cutting/reducing the 
wages of expatriates and other short and long term assignments. 20 
The Development World and its Implications for Training 
There is a great deal going on in the development world with regard to 
training, in periods of economic fluctuation. Peace Corps, UNESCO and many of 
the organizations listed in this chapter all hire trainers. It can be a fruitful and 
satisfying career in itself, or it can be a bridge to global corporate training and 
project training. To bring up a very old phrase, some of my best friends are doing 
it. 
International Training Organizations 
There are many training organizations that can provide the global trainer with advice 
and support. On a local level, almost all countries have some form of an HRD or 
HRM association functioning for such a purpose. Among these are: 
• International Federation of Training & Development Organizations 
(IFTDO) -- includes more than 80 trainingJeducational associations 
from 35 countries; congresses are held annually; trains association 
leaders; 
• Interman -- provides 400 management development institutions in 90 
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countries; 
• International Section, American Society for Training & Development 
(ASTD-IS) -- provides information on trends, techniques, 
developments in training; 
• International Society for Performance & Instruction (ISPI) --
performance oriented, has changed from a national to an international 
focus. 
Defined Terms 
Counterpan training is when the project officer becomes the trainer (or 
mentor) of the local person (counterpart) who will become the successor to the 
project officer. 
Non Government Organizations (NGOs) are eleemosynary in purpose: 
seeking to better things in developing countries, improving infrastructure, educating, 
trying to address major problems such as catastrophes and famines. In the U.S. 
these entities are called not-for-profit corporations. Other places call them charities. 
Corporate cultures are found in many forms, often reflecting national 
cultures. We have identified four major forms of corporate cultures operating 
around the world. Fons Trompenaars defines these as Family, Eiffel Tower, Guided 
Missile, and Incubator. 
Conclusion 
Corporate cultures take many forms, such as Trompenaars models of the 
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Family, Eiffel Tower, Guided Missile, and Incubator. They can also be amalgams 
of these different forms. The processes corporations go through in order to become 
global are extensive, and often frustrating. Global trainers primarily train for 
organizations. These can include corporations, not-for-profits, charitable 
organizations, NGOs, governments, and so on. This is the base of the workplace 
F for global trainers. Given the wide variety of global business organizations and 
, . 
~ NGO's, trainers clearly need to develop the ability to be flexible, to understand and 
~< 
·-· apply the principle of minimum necessary change to both their targeted training 
r ~ audience and to the trainers personally. They must maintain the ability to move 
I' 
"'> ~-
l' 
r:' from one context to another in both a cultural and corporate culture setting. Finally, ~~ 
t 
f trainers must have a high measure of cultural toughness to carry out their job in an 
r 
t 
~· effective manner. 
Now we need to take a look at how people get to the position of being a 
corporate trainer, expatriate manager, or any other international assignment position. 
- That will involve the fine art of selection of personnel, and is the subject of Chapter 
t 4. 
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CHAI>TER 4 
SELECTION CRITERIA & PROCFSSE FOR FOREIGN ASSIGNMENTS 
Selection 
Developing a strong global expatriate m.d training corps is no small task. 
Corporations often must recruit personnel forthese positions. Foreign assignments 
are not necessarily the first choice of experieTiced executives and trainers. Such 
people, in fact, may often feel that they do mt wish to live their home, state, 
country to work in a very different culture. kperienced global trainers do not 
come walking through the corporate doors. Tuey are sought out from within the 
corporation, recruited from others, Or (rarely), developed in a long range training 
program. As discussed in previous chapters, cultural context, cultural toughness, 
and the ability to apply the concept of minimum necessary change in foreign settings 
is crucial for an effective corporate expatriateor trainer. 
This chapter explores how organizati<Jns select people for overseas 
assignments, including their standards and preparation. People working in 
organizations make many assumptions about bw others in the organization are 
selected, particularly in the case of exciting aisignments. such as expatriate 
management. Naturally, one would assume tk1.t a major search was undertaken, 
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and that the individual selected possessed the necessary skills and abilities to do 
the job well. Sometimes, that is the case, but many times it is not. This chapter 
deals with some of the fundamental problems involved in selecting people for 
overseas assignments. Whether those people are expatriate managers, technicians, 
short-term experts or global trainers, someone must select them. As you will see in 
this chapter, those who select others for international assignments and those who 
accept and attempt to carry out such assignments are collectively not doing a very 
good job. That calls into question the entire framework of global training and must, 
therefore, be addressed. 
The Selection Process 
Selecting managers, technicians, trainers, teachers, lawyers or any other 
employee for overseas assignments is an important matter. After all, these 
individuals are serving as international representatives of the organization, and thus 
become (because of their presence) the organization at the new foreign location. In 
many situations, the new assignee from the home office may well be the only person 
representing the home office at the new location. The rest of the people involved 
may come from the local country or other countries, but they do not usually see 
themselves as representing their mutual employer. Obviously, this corporate 
presence vested in the hands of an employee in a strange, new location, can be 
either a positive or negative, but rarely a neutral presence. 
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The Problem 
The term overseas assignments is generally used in this dissertation to mean 
any assignment to work outside the United States and its territories (seas have 
little to do with it). Specifically, there is an implied or stated length of assignment, 
particularly with regard to expatriate managers. That is, one would not send a 
manager on a one week stint, as opposed to the more common assignment; usually 
two days to as much as four or five weeks on a foreign assignments. These latter 
cases are usually for lawyers, accountants, trouble shooter technicians, and corporate 
executives, but are not typical manager assignments. Managers are selected for 
their technical skills in managing, directing and controlling the workforce. For 
managers, an overseas assignment is usually no less than two-three years, and it 
traditionally involves including the expatriate family in the sojourn. 
As defined in Chapter 2, the term expatriate has come to mean a person of 
one nationality, a citizen of a particular country, living (as opposed to visiting) in 
another country. Thus, the managers who are being focused on in this Chapter are 
most frequently called expatriate managers, or, simply, expatriates. 
American managers (expatriate managers) assigned overseas are reputed to 
have a very high failure rate. Many managers do not complete their two to three 
year overseas assignments according to Lennie Copeland, Rosalie Tung and many 
others. 1 Linda Stroh and Amo Haslberger assert that: "Comparative studies note 
that both Europeans and Japanese are more likely to complete an overseas 
assignment and also at least appear to be more effective in doing so than their U.S. 
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counterparts ... "2 
There are, of course, many debates about what constitutes afailure, or what 
even is an rncomplete assignment. For example, if a manager is on an expatriate 
assignment and then transfers to a domestic assignment in the middle of his/her 
assignment, should this change be counted as afailure or an incomplete assignment? 
It becomes clear that failure, although often an accurate description of what has 
happened, is largely politically incorrect in the lexicon of corporate America. 
· Quantitative records do not appear to be kept in this area, particularly when a 
manager is reassigned. So, most often, the literature uses the term incomplete 
assignment, positing that, since the assignment was for X number of years and the 
manager left the assignment for whatever reason, it is an incomplete assignment. 
Those who work in the field of managing expatriates have come to accept this as the 
main definition. While it seems too inclusive, the use of the term may be 
underestimating the problem. Cover-ups of failures, after-all, often make realpolitik 
sense in corporate hierarchies. If, for example, expatriates in a particular region 
have a high failure rate, the home office may be concerned that replacement 
expatriates might be reluctant to take those assignments for fear of failure or the 
reality that it is a very tough3 place to work. Toughness in assignment is a critical 
part of the framework of this dissertation, which I will go into later. For a variety 
of reasons, the home office placement people may well cloud the reasons for 
leaving. Expatriate managers rank fairly high in the corporate hierarchy. The 
expatriate manager may be having a difficult time in a foreign assignment, but is 
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still seen as the good manager based on past domestic assignments. This can often 
lead to a quick reassignment to a domestic location, , and- no mention of the 
problems that may have been created in the foreign assignment. Since there is no 
requirement for this type of record keeping, why should such records be kept? An 
asset is an asset, to be protected and cared for. 
Nancy Adler has extensively discussed the difficulties involved with 
expatriate adjustment, pointing out the failure rate and the need for early selection 
and preparation. 4 Dennis and Stroh in their video Going Global: The Expatriate 
Experience estimate that the incomplete assignment range is more probably 15-
25 % . 5 Black and Mendenhall, in their seminal article on a theoretical framework 
for research in cross-cultural effectiveness conclude, after having looked at a wide 
variety of data, that the incomplete assignment rate is between 16 and 49% .6 In 
any event, the issue is not so much how many failures as it is the cost of failures. 
Dennis and Stroh use a base figure of $150,000 as the lowest cost for putting an 
expatriate manager in place in as foreign country. With a family, the figure is 
estimated at $250,000.7 
If the organization must replace this person, there are significantly increased 
costs (the initial cost, early return, and the replacement cost). For example, assume 
the initial assignment costs about $150,000 per year for three years, or a projected 
cost of $450,000. Assume the assignment is aborted at the end of one year. The 
company must bring the expatriate family back; thus, the company will have lost 
both the initial $150,000, plus another $75,000 to settle things. They then bring 
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another family over for two years, at a cost of $300,000. That means the $450,000 
initial budget has increased to $525,000. That amounts to 17% over budget, using 
conservative estimates. With estimates established· from 1979 to the 1990s, it is 
clear that considerable money is involved. Black and Mendenhall, Copeland and 
Griggs and others estimate the wastage in expatriate assignment failure is in the 
billions.8 
With billions of dollars involved, a key issue is the need for careful selection 
of candidates for expatriate assignments. Large companies with extensive career 
development programs often spend a good deal of time on selection. However, 
most companies are not big companies, and even many big companies do not 
maintain employee data such as language skills, multi- or cross-cultural experiences, 
flexibility, problem solving skills, and so on. In informal conversations I have had 
with American managers, the selection issue often gets down not to "Who is the best 
person to serzd, " but instead, the rather horrifying "Who can we qfford to lose?" 
Interestingly, according to Kevin Crowell of the Japan Group, Inc., a consulting 
organization assisting in U.S./Japanese trade, Japanese-based businesses use an 
almost identical de-selection or selecting-out process. 9 
That direct experience is in contrast to the earlier statements by Haslberger 
and Stroh with regard to the Japanese and European expatriates being more 
successful, i.e., completing assignments. My own experience in this area with 
regard to Japanese expatriate managers conforms with Crowell's. Japanese 
managers do stay the course, but that is largely because staying the course is 
157 
virtually a cultural imperative in Japanese corporate culture. Even in case of great 
personal adversity and even apparent failure in managing, Japanese managers stay 
on assignment rather than return home. Obviously, the American standard of 
staying v. leaving does not mean they are necessarily successful in carrying out the 
tasks of the assignment. Americans are simply more likely to abandon the 
assignment to save the family. That is an American interpretation of the value 
involved. The Japanese manager would no doubt see staying the course as saving 
the family. 
The Good American Manager 
For years, starting with the creation of an International Interest Group in the 
Human Resources Management Association of Chicago10 in the 1980s and at 
forums of managers and human resource managers, I inject the question: "What 
qualification(s) is used to select an expatriate in your company?" My question 
includes a list of possible characteristics, such as good manager, language skills, 
problem solving skills, culture knowledge, flexibility (the list could go on and on). 
The results, or answers, are remarkably the same: "Is he/she a good manager?" 
That response covers a lot, but it is simply not enough to define the expatriate 
manager's role in that limited manner. None of the other issues collect more than a 
few checks on the list. Most often, language skills receive the least checks. In 
point of fact, as noted by Beverly Geber, most corporations do not require that 
expatriates learn the local language. 11 The assumption or prevailing belief seems to 
be that managerial skills can operate anywhere in a cultural vacuum. In other 
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words, a good American manager will be a good American/German manager or a 
good American/Japanese manager or a good American/Whatever manager. 
The assumption of The Good American Manager amounts to a sense of 
cultural/technological superiority and may well be at the heart of the problem. A 
15%-50% failure rate is poor testimony to the skills of The Good American 
Manager. These assumptions also frustrate efforts to train people for foreign 
assignments: if the managers are so good, why do they need training? Since many 
companies do not require mandatory training for foreign assignments, those with the 
largest egos seem least likely to take they training they really need. 
The second fall-out from this assumption is the steady focus on the 
expatriate, as if there was only one person involved, the good manager. There is 
not only one person. To the contrary, there is almost always a spouse; curiously but 
significantly called in the trade the trailing spouse. 12 And then, of course, there 
are also the children. Most often, the corporation is actually sending overseas an 
entire nuclear family (mother, father, children -- the dogs and cats usually have a 
very hard time getting admitted to the new country). 13 Even if the myth of The 
Good American Manager were true, is it conceivable that The Good American 
Manager actually operates in a vacuum regardless of the needs of spouse and 
children? If so, it will not be for long, because context, cultural toughness, and 
minimum necessary change is being totally ignored by such people. Dennis and 
Stroh, in their case study of expatriate adjustment, "Take This Job And ... "14 lay 
out the critical importance of expatriate whole-family training and preparation by 
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showing what can happen when selection, preparation and training are not provided. 
If the family has any weak spots, if the marriage is a bit shaky, if any of the 
children have had adjustment problems, things are likely to only get worse. Family 
disintegration is the rule. 
So the problem is considerably more than assigning a manager to an 
expatriate assignment. It is also a problem of selection, of planning, of family, and 
of training (and that is only the beginning). 
Finally, it must be emphasized that almost all of the research concerns 
expatriate managers, largely because they are the most expensive employees sent 
abroad. Consider then the other global assignments involved -- all the technicians, 
trainers, teachers, accountants, lawyers and so on. Do they complete their 
assignments? We don't know because most of the adjustment literature deals only 
with the expatriate managers. 
The scope of the problem, as described in this section, is therefore very 
large. As noted in Jennifer J. Labbs' article in Personnel Journal, in the 1980's the 
Gillette Company used to engage in "parachuting high-priced executives in on a just-
in-time basis to supply- talent for its global operations. "15 Little selection and 
preparation was involved. 
Selection Criteria 
Things have changed in the 1990's, but not as dramatically as one might 
hope. Gillette, for one, now has an international human resources program 
preparing trainees for overseas assignments. It is creating a pool of qualified 
',..,,_ 
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candidates for international assignments -- with sometimes as many as 128 people 
involved. Proctor and Gamble has long carried out an.extensive program for 
international preparation and training assignments. Coca-Cola has a very integrated 
policy for selecting, preparing, and training employees for international assignments. 
The stated position of the company is as follows. 
The Philosophy Behind Coca-Cola's International Service Program 
The international service program of The Coca-Cola Co. is designed 
to effectively transition associates and their families who are 
transferring internationally. Principles of trust, integrity and shared 
responsibility between the company and the international service 
associates are the foundation of the program. 
Based on this philosophy, the company and associates seek to balance 
personal and professional needs with business and associate needs. 
The program allows flexibility while maintaining equity among the 
international service associates. 
It's also regularly reviewed, incorporating external data and internal 
feedback to assure fair and competitive practice. The ultimate goal of 
the international service program is to promote international 
assignments that are productive to the company and rewarding for 
associates and their families. 16 
Selection can be based on just-in-time parachuting17, a thought-out program 
of development and training, or even have a philosophical basis. It can also be 
based on the "Who-can-we-afford-to-lose" approach described earlier by Crowell. 
The case study that follows shows how bad things can be, but is by no means a 
worst case. The case is based directly on a situation created by a major accounting 
and consulting firm that had received a government contract through the World 
Bank. 
CASE: John and Jean's Really Neat Expatriate 
Adventure in Uzbekistan 
John and Jean went to graduate school together. In addition to both 
achieving MBAs, they also acquired a baby daughter, Cindy. After 
an extensive job search, with less than thrilling results, John was 
offered an unusual opportunity by a major accounting and consulting 
firm that we will call BigEight. The job was overseeing a massive 
highway infrastructure project in Uzbekistan. BigEight assured him 
that there would be plenty of local support, and John's main job was 
to monitor cash flow and achievement of incremental project 
completion dates. BigEight won the international contract on a 
competitive bid, but had no direct experience in Uzbekistan. 
John was offered a princely sum - $82,000 per year, to cover a rental 
house, auto, and living expenses. BigEight would also provide for 
medical insurance, a two week R&R trip in the region, and a home 
trip of three weeks every other year. The assignment was for three 
years with a possible two additional years. Wages would be increased 
by a special toughness of assignment measure developed by BigEight 
plus an equally complicated cost-of-living formula applied world-
wide. 
Jean was equally excited about the chance to be an expatriate, even 
though she would not be earning additional income herself, at least for 
a while. They both figured they could make a fortune over their 
present grad school lifestyle. 
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Since BigEight had been seeking "Just The Right Man" for this assignment, 
they put on a little pressure and advised John that things would have to 
mover faster. Their previous candidate search apparently had taken a good 
deal of time. John responded quickly and soon John, Jean and Cindy were 
off in two weeks, clutching several books about the former U.S.S.R., 
because there was nothing current on Uzbekistan. 
Twenty-two hours later they were in romantic Tashkentin, the capital city of 
Uzbekistan (population 2, 113,300). The city could be best described as 
aggressively Stalinist non-chic. Having already known that English was the 
language of business (as the folks at BigEight had assured them), they had 
already begun to wonder why none of these folks spoke it. It only got 
worse. No housing arrangements had been made, since the requested two 
bedroom with living room, dining room and kitchen was not readily available 
(actually, it did not exist). A smaller unit (2 rooms in a concrete block high-
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rise) was available at a price of $5,000 per month. It did not take too long 
to figure out that their salary and expenses were not nearly enough to survive 
on. 
Thus, the expatriate family went to Uzbekistan with no preparation, no 
training, no knowledge of the country, no language skills, no support system 
there or from the home office. It was an essentially stupid, cruel and 
unethical decision by a company that yielded to the pressure of the need to 
fill an immediate assignment with whomever they could get. 
Within three weeks, Jean and Cindy left for the U.S. John stayed for the 
next three months, until he got sick. They flew him out to Moscow for 
treatment, and then home to the U.S. The company lost the contract. 18 
Big or small, many corporations assume they have a level of expertise 
sufficient for almost any project. That is what was going on in the case study. To 
protect themselves, the expatriate family needs to do some real research on their 
own before accepting such an assignment. 
Skill Sets and Competencies 
A review of the literature produces many lists of skill sets and competencies 
that should be applied to people being sent on global assignments - from expatriate 
managers to technicians or auditors. Of these, there are two fairly typical lists that 
describe competencies, job factors, and psychological factors by way of illustrating 
the range of issues that are involved in selection of people for cross-cultural, 
international assignments. 
Attributes of Succ~ in International Assignments 
Konen, "Training the International Assignee," sets forth five factors that are 
critical for anyone pursuing an international career. 
A. Job factors: technical skills; acquaintance with host-country and 
headquarters operations; managerial skills; administrative competence. 
B. Relational dimensions: tolerance for ambiguity; behavioral flexibility; 
non-judgementalism; cultural empathy and low ethnocentrism; interpersonal skills. 
C. Motivational state: congruence with career path; interest in overseas 
experience; interest in specific host-country culture; willingness to acquire new 
patterns of behavior and attitudes. 
D. Family situation. Willingness of spouse to live abroad; adaptive and 
supportive spouse; stable marriage. 
E. Language skills; host-country language; non verbal communication.19 
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A critique of this approach is that it is more of a results based list than a 
selection based list. It would operationally be difficult to try and implement the 
suggestions whether in training or real life. For example, the implicit assumption 
that the motivational state was a constant does not mesh with the reality of living in 
a foreign environment. That environment will inevitably have a negative impact on 
the family. 
The Survival Kit List 
Kohl's list is a comprehensive listing of personality traits needed by global 
sojourners. 20 These are: tolerance for ambiguity; sense of humor; ability to fail; 
motivation; self-reliance; strong sense of self; tolerance for differences; 
communicativeness; curiosity; perceptiveness; warmth in human relations; low 
goal/task orientation; openmindedness; non-judgementalism; empathy; 
flexibility/adaptability. 21 
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By way of a critique, the list is vague and lacks specificity. Unfortunately, 
the many variables are cumbersome to use in the predictive manner necessary for 
selection. Based on my experience, I propose to simplify this list of skills. My 
alternative model consists of four roles: 1. expatriate manager; 2. technician; 3. 
trainer; and 4. teacher. The terms that relate to skill sets for these four role skill 
sets can be framed in many ways. I have attempted to reduce the number of words 
and focus on terms that describe specific behaviors. Thus, these terms can be 
operationalized and turned into a selection list. The key terms are as follows: 
• Adaptability 
• Classroom skills 
• Family relationships 
• Flexibility 
• Good manager 
• Good organizer 
• Intercultural skills 
• Language skills 
• Previous overseas experience 
• Research skills 
• Technical skills 
• Training skills 
Most of these terms already exist in corporate performance evaluation, 
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appraisal systems or performance management systems. They describe the skills 
needed for foreign assignments and can, in turn, be used for performance 
management measures. Terms dealing with language and intercultural skills may be 
missing, but are easy to add on. In many corporations, these terms are already in 
place. Thus, we can quickly build a pool of knowledge about the skills of existing 
employees. Of course, not all of the attributes are of concern to all four roles 
(expatriate manager, technician, trainer, teacher). Some may be of no concern to 
one but important to another, and so on. Based on a literature search including lists 
such as Konen and Kohl, and including my own experience in the field, I have listed 
below the traits I believe are critical to each of these four global occupations. In all 
of these, the implicit operation of the principles of cultural context, cultural 
toughness, and minimum necessary change is clearly present. 
Selection Criteria for Managers 
Good manager, technical skills, language skills, previous overseas 
experience, flexibility, adaptability, intercultural skills, family relationships. 
Selection Criteria for Technicians 
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Technical skills, language skills, flexibility, adaptability, intercultural skills, 
family relationships (if assignment is for long term). 
Selection Criteria for Trainers 
Good organizer, training skills, intercultural skills, language skills, previous 
overseas experience, flexibility, adaptability. 
Selection Criteria for Teachers 
Good organizer, classroom skills, research skills, intercultural skills, 
language skills, previous overseas experience, flexibility, adaptability, family 
relationships (if assignment is for long term). 
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TABLE 7 
SELECTION CRITERIA FOR: 
GLOBAL MANAGERS, TECHNICIANS, TRAINERS & TEACHERS 
Criteria and Vocations Managers Technicians Trainers Teachers 
Adaptability x x x 
Classroom skills 
Family relationships x * * 
Flexibility x x x 
Good manager x 
Good organizer x 
Intercultural skills x x x 
Language skills x x x 
Previous overseas x x 
experience 
Research skills 
Technical skills x x 
Training skills x 
*The assumption is that technicians and trainers are usually short-term 
assignments. If this is not the case, then family relationships would apply. 
Problems With the Proc~ 
x 
x 
x 
x 
x 
x 
x 
x 
x 
Using these twelve criteria to evaluate a given candidate for an international 
assignment proves to be somewhat difficult. For example, adaptability and 
flexibility probably measure the same thing. Inter-cultural skills (adaptabilities) are 
clearly related to the latter two criteria, but deal with content that probably go 
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beyond adaptability and flexibility. The following chart shows how I would first 
organize and collapse the categories, gathering related subjects-together. Then I 
propose systematically gathering information using a Likert type scale. 22 
TABLE 8 
CRITERIA: SELECTION OF CANDIDA TES 
FOR OVERSEAS ASSIGNMENTS 
Circle One 
1. 
ADAPT ABILITY 
FLEXIBILITY 
2 .. GOOD 
MANAGER 
GOOD 
ORGANIZER 
3. CLASSROOM 
SKILLS 
TRAINING 
SKILLS 
Regularly works on one project or task at a time . . . . 1 
Sees rules as absolute . . . . . . . . . . . . . . . . . . . . . 2 
Prefers clear directions . . . . . . . . . . . . . . . . . . . . 3 
See rules as guidelines . . . . . . . . . . . . . . . . . . . . 4 
Accepts ambiguity . . . . . . . . . . . . . . . . . . . . . . . 5 
Mixes project task work with multi-tasking ........ 6 
Usually works in a multi-tasking setting ......... 7 
Multiple years in one plant/facility . . . . . . . . . . . . . 1 
Multiple years in a variety of plants/facilities . . . . . . 2 
Experience in domestic multi-cultural facilities ..... 3 
Experience in multi-language facilities .......... 4 
Assignments in culturally related country ......... 5 
Assignments in several different countries . . . . . . . . 6 
Assignments in culturally unrelated countries . . . . . . 7 
Conducted domestic training/teaching . . . . . . . . . . . 1 
Experience in domestic multi-cultural facilities . . . . . 2 
Prepared curricula for training/teaching .......... 3 
Conducted curricula in training/teaching facilities .... 4 
Prepared curricula for international setting . . . . . . . . 5 
Delivered curricula in international setting . . . . . . . . 6 
Prepared & delivered training, multiple global settings 7 
4. 
FAMILY 
RELATIONSHIPS 
5. LANGUAGE 
SKILLS 
6. INTERCUL-
TURAL SKILLS, 
PREVIOUS 
OVERSEAS 
EXPERIENCE 
7.RESEARCH 
SKILLS 
TECHNICAL 
SKILLS 
Unmarried . . . . . . . . . . . . . . . . . . . . . . . . . . . 1 
Married ............................. 2 
Married with children under age 15 . ~ .......... 3 
Married with children age 15 or over . . . . . . . . . . . 4 
Second or more marriage . . . . . . . . . . . . . . . . . . 5 
Spouse with excellent career ................ 6 
Spouse and/or children stay at home ............ 7 
Speak and write only in one language . . . . . . . . . . . 1 
Read a second language . '. . . . . . . . . . . . . . . . . . 2 
Read and write in a second language . . . . . . . . . . . 3 
Use second language in everyday transactions . . . . . . 4 
Use second/third language in business setting ...... 5 
Regularly use 2nd/3rd language in business setting . . . 6 
Fluent in and regularly use three or more languages . . 7 
Accustomed to working in single culture setting . . . . . 1 
Experienced in supervising cross-cultural workforce . . 2 
Experienced in multi-cultural facilities .......... 3 
Experience in multi-language facilities .......... 4 
Assignments in several different cultural settings .... 5 
Work well in team settings ................. 6 
Has worked in both team and paternal settings . . . . . 7 
Established research/technical skills . . . . . . . . . . . . 1 
Research/technical skills in multiple settings . . . . . . . 2 
Research/technical skills in multiple national settings . . 3 
Research/tech. skills in setting with ltd. resources . . . 4 
Research/tech.skills, virtually no add.resources ..... 5 
Research/tech.skills setting: must invent resources ... 6 
Research/tech.skills where you are the only resource .. 7 
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There are, of course, many other dichotomies that could be used for selection 
purposes. Geert Hofstede describes several efforts to develop a Chinese value 
survey (CVS) based on his earlier studies of IBM managers. His traditional four 
factors included: power distance; individual/collectivism; masculinity/feminism; and 
uncertainty avoidance. He found that many of these variables did not occur in the 
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Chinese developed survey. The survey that was evolved included dichotomies such 
as: having few desires; moderation (following the middle way); keeping oneself 
disinterested; and pure v. adaptability, prudence (carefulness). Other values that 
emerged included: tolerance of others; harmony with others; noncompetitiveness; 
trustworthiness; contentedness with one's position in life; and so on.23 
The Candidate Pool, Real or Imagined? 
Trainers train about almost everything in their organization. That is a 
remarkable but largely true statement, based on the reality that many training 
assignments are short-term and/or ad hoc. When a corporation looks at its pool of 
trainers, it is likely to be the same pool it uses for most training subjects. They get 
split up, stationed in teams at domestic and international locations, and some do 
training IN specialty areas. Language skills are an exception, but in English 
speaking American-owned corporations- (or many other non-American multi-
nationals), English is the language used for training, particularly managers. The 
primary exception to this axiom is technical training (i.e., trainers who install and 
then train people on software and hardware). Otherwise, when we train people for 
management skills, supervisory skills, TQM, re-engineering, values, customers 
services or any of the hundreds of titles falling into the category of soft-skills, 
trainers train everyone. Thus, when it comes to training (at least), there is a pool of 
sorts. 
Unfortunately, the tendency is to address immediate needs as quickly as 
possible, and thus the same problem of selection crops up. Few trainers have cross-
cultural training or expertise, although many are gaining some experience in 
domestic multicultural workplace training. I noted earlier the prevalence of U.S. 
domestic multi-cultural training programs, but that is a pale comparison to 
international training. 24 
171 
For managers and others who are sent on international assignments, the 
situation gets worse. In a recent survey conducted by International Orientation 
Resources (IOR) of fifty Fortune 500 Companies, the key factor businesses use for 
selection is not cross-cultural fluency but, as usual, technical skills.25 Haslberger 
and Stroh assert that the first step toward effective selection processes is the 
establishment of a candidate pool. Yet, in their study of selection criteria they 
found 54 % of the companies they studied did not have a program for selecting 
expatriate candidates, much less a pool of candidates. The remainder had various 
forms of selection largely based on the good manager mystique. Fifty percent of the 
respondents did not evaluate/assess candidates for foreign assignment based 
issues. 26 
Since technical skills are the primary indicator for global assignments, what 
happens to the candidate pool? Generally, it simply doesn't exist -- but should it 
exist? I would suppose a pool of qualified candidates ready to be moved out to a 
foreign assignment would be a major useful addition to all global corporations. 
How useful they would be is probably a more relevant question. In a time of 
massive corporate layoffs of employees, it is hard to imagine the creation of a global 
talent pool in waiting. There are exceptions such as Proctor and Gamble (U.S.), 
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Van Leer Containers (Netherlands), and Asea Brown Boverie (ABB, Sweden, 
Switzerland). ABB ranks any person assigned out of country for one to five years 
as an expatriate. The company uses three categories of global assignment 
employees: employees who join another division for three to five years; people who 
work on extended projects, usually one to two years; and those who are on 
developmental and/or training assignments.v 
Brett and Stroh nonetheless provide substantive reasons why we need to 
develop candidate pools. These range from assessment of skills to determining the 
likelihood of candidate's willingness to relocate internationally. Their work with 
regard to expatriate/spouse decision-making on the question of international 
relocation shows a conclusive need for involvement and assessment of the family in 
the relocation process. 28 While candidate pools may only exist in very large 
corporations, some steps must be taken to reduce the carnage of inappropriate 
relocation. 
The Terminology 
The terminology used in describing/labeling those who are given global 
assignments is itself a problem. ABB has developed its own categories, others have 
evolved or invented a series of other names. Many of the terms used make no 
sense, others are frequently insulting or condescending, and yet others completely 
overlap and obscure meaning. When we use terms that are inherently insulting or 
demeaning, we can hardly expect respect, understanding or cooperation from our 
employees, regardless of their country of origin. The following chart contains 
examples of the ranges of names used. 
Full Name 
Parent country 
national 
Home Country 
National 
Host Country 
National 
Third Country 
National 
Expatriate 
Local Country 
National 
Key Local 
Nationals 
Short termer 
Long termer 
Trailing Spouse 
TABLE 9 
LISTING OF COMMON DESIGNATIONS FOR 
GLOBAL BUSINESS SOJOURNERS 
Aero- Comments 
nym 
PCN National, disparaging and parental. Clearly 
country based rather than globally based. 
HCN Better than parent but in essence the same. 
HCN The Host designation is often a parody. Who are 
we conning besides ourselves? 
TCN Second is the implied Host, third is something 
else. Generally, it means an employee of the 
organization who works outside country of birth 
and the parent company country. Since many 
Expats are also TCNs, the usage is unclear. 29 
Expat Presumably a PCN but unclear since all but Hosts 
are expatriates of some form. 
LCN Clear and not apparently insulting, although Local 
has a negative connotation. 
KLN A relatively new term: may or may not be 
sojourner, but is usually a Local who is key to 
operations. 30 
ST Someone other than Host who sojourns for less 
than six months. 
LT Presumably someone other than Host who sojourns 
for more than six months (usually 2-4 years) 
TS Either gender, although usually female. Often 
most forgo career during sojourn. 31 
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TABLE 9--CONTINUED 
Emissaries EMS From home company or other country subsidiary, 
limited term of assignment. 32 
Nomads NOM Global career assignments, regularly change. 
True TCNs are citizens of country X, who work 
in country Y for a company with its home base in 
country Z. 33 
Full name Aero- Comments 
nym 
Chieftains CHF KLNs but nationality irrelevant. Key person. 34 
Technician TCH Also ST. Specialized skills/knowledge. Usually 
Specialist start-up, and then are transferred to LCN's. 
Clearly, the terminology is ambiguous, nation-state oriented (thus likely to 
insult ethnonationalist interests) and often overlapping. Terms such as Host which 
are applied to local country personnel are a farce, since most decision making is 
certainly not made by the Host. Local country national (LCN) at least reflects 
reality. 
An Alternative: Global Busin~ Sojourners 
The objective is to develop global human resource management terminology 
that eliminates insults and transcends nationalism as well as ethnonationalism to find 
a basis in compensation. In that way, it should be possible to create terms that link 
the global sojourner to the categories of compensation and benefits as well a the 
nature of the work being done by the s sojourner. That would serve to create 
stability and a rational naming system. 
Background 
Marquardt and Engel in Global Human Resource Development, set up an 
interesting viewpoint by using the oft repeated think global, act local. 
In the age of globalization, two apparently conflicting forces are at 
work - global vision and thinking versus local, culturally specific 
action and productivity; global integration versus local differentiation. 
As the workplace becomes more global, we also see a powerful 
countertrend to assert the uniqueness of individual cultures and 
customs. 
Corporations realize the reality of these two dynamics as they seek at 
once to become competitive globally as well as to be successful in 
each locality in which they operate. They also realize that human 
resource development is the critical element to synergize these 
dynamic forces and leading the workforce and the organization toward 
both global and local success. 35 
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Within the contexts of global business and training, the think local part of the 
above statement is also a clear recognition that business must deal with the issues of 
nation-state versus ethnonationalism. It is within that context that this section is 
written. It deals with selection in global, national, and ethnonational contexts. 
Globalization and Change 
In our increasingly global society, education, business, government, trade, 
eleemosynary organizations, even agriculture and espionage employers find a need 
to redefine their organizations. The way we work (in teams, using people from 
many cultures), the way we play (weekend trips to London, one week trips to Italy), 
the way we teach (computers, distance learning), the way we learn (fast, short bites 
of information, eclectically), the way we communicate (internet, www, e-mail) are 
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all changing very rapidly. We still like to focus on the book as a symbol of 
learning. It :is traditional, comforting, and self-absorbing; But how does that 
compare to ~ ten year old researcher going out on the world wide web, finding and 
exploring websites in Egypt, Chechnya, Khartoum, Iboland, Rio Gallegos, Sarawak, 
and Easter Is.land, all in a couple of hours. 
So the first message is that change is inevitable, and is moving too fast too 
keep up with_ 
Globalization and Ethnonationalism 
The second message is more difficult. In the midst of this change, we find 
that the fundaJnental organizing structure of our international relationships in our 
geopolitical li1e, the nation-state (or nation, or nationalism in common usage) is 
increasingly ~eset by the forces of ethnonationalism. This movement represents 
almost the antithesis of a nation-state. 36 Thus, while the world is truly globalizing, 
its component parts are decathecting (i.e., breaking off into ethnonationalist 
states). 37 Evem here, terminology is ambiguous and confusing. If an 
ethnonationalist group succeeds, it then becomes a state (as in Slovakia). Could a 
new movemea_ t such as a reunification of the Slovak and Czech Republics become a 
basis for another ethnonationalist movement?38 
Within this setting, there is a need to focus on international business and 
training in a giobal world beset by nationalist and ethnonationalist tendencies. The 
objective is to develop a terminology and rationale that will produce a set of terms 
and conditions that might describe the people and work of global business 
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sojourners. An intended purpose is both clarity and transcendence from the debates 
of nationalism and ethnonationalism. Another major purpose is to get business 
organizations (and authors) to stop insulting and demeaning their global workforce. 
To do that, we must go a little deeper into nationalism and ethnonationalism. 
Nationalism 
According to Reinhard Bendix, Max Weber defines the modern State as 
having the following characteristics:39 
1) an administrative and legal order that is subject to change by legislation; 
2) an administrative apparatus that conducts official business in accordance 
with legislative regulation; 
3) binding authority over all people -- who usually obtain their citizenship by 
birth -- and over most actions talcing place in the area of its jurisdiction; 
4) the legitimate use of force within this area for coercion is either permitted 
or prescribed by the legally constituted government.40 
It is this view of the Nation-State that we tend to imagine as the correct or 
common view, although we frequently react negatively toward references of 
governmental power. The terms nationalism and nation-state are becoming more 
difficult to define (or, in another sense, we are learning new definitions implicit 
within it). Walker Connor, in his preface to Ethnonationalism: The Quest For 
Understandin~ states that his operating definition is that "nation connotes a group of 
people who believe they are ancestrally related. Nationalism connotes identification 
with and loyalty to one's nation as just defined. It does not refer to loyalty to one's 
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country. "41 Connor, therefore, appropriates the terms nation and nationalism as 
terms that better define ethnonationalism. Presumably, that might leave us with 
country and/or nation-state as terms that might describe people living in an area and 
governed by a group not necessarily ancestrally related. 
Gutek, on the other hand, states that: "The modem nation-state can be 
defined as an independent and sovereign polity that is the central focus of its 
citizens' cultural, social, political, and economic life. "42 That definition, of 
course, does not address ethnonationalism. Gutek then discusses the theories of 
nation-building and the related theories of Karl Deutsche, along with the general 
liberal43 notion that nation-states can be created and become supreme in spite of 
ethnonationalist trends within these newly created entities. As Gutek notes, the 
question of ethnonationalism was simply hidden 
by the overarching monolithic ideology of Communism and 
tribalism ... He further notes that ... a high degree of technological, 
economic, and educational integration does not guarantee that 
ethnonationalism will not surface in a particular nation-state.44 
While Gutek begins a stipulated definition of ethnonationalism, it is a far cry 
from the clear-cut stipulation in American Education In A Global Society: 
Intemationalizin~ Teacher Education, where he defines international education as: 
Education that examines: 1. the informal, nonformal and formal 
educational relationships among peoples of various nation-states; 2. 
those issues that are global in nature and transcend national 
boundaries; 3. the emergent trends that are creating greater 
interdependency and interrelationships among people as members of a 
global society. 45 
By Connor's definition, it would seem ethnonationalism was subsumed 
into nationalism. He noted in his preface that: 
Admittedly then, ethnonationalism has an inner redundancy, and it is 
used solely to avoid any misunderstanding concerning our focus. 
Throughout this work, nationalism and ethnonationalism are treated as 
synonyms. 46 
The implication is, of course, that nation does not necessarily imply that 
people believe they are ancestrally related, while that concept is central to the 
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synonymous terms nationalism and ethnonationalism. By the time one finishes this 
process of defining nationalism, it becomes clear that ancestral blood, mythic or 
real, is at the core of ethnonationalism. Neat as it seems, it still does not work 
well. Connor's definition fits Kurds well, as they seem to have been living in one 
place for a very long time. Turks, on the other hand, are relatively new to the 
Anatolian plains. Those on the Western side of the Bosporus had very different 
blood (as reflected by the historic and general mistreatment of the Eastern Turks, 
leading to Ataturk's founding of Ankara as the capital of Turkey). American 
Indians have certainly shed enough blood to justify a claim to ancestry, but the many 
ethnic and racial groups of Americans cannot be dealt with as effectively by this 
approach. Finally, however, the length of ancestry (time) may not need to be all 
that long. As Connor notes: "The natural repugnance of governments toward 
democratic solutions to questions involving the political allegiance of minorities has 
been underlined by instances of the refusal to grant plebiscites despite prior 
promises. "47 The demands of ethnonationalism are on the ascendence. Within our 
multi-cultural society with a collective blood line that probably is linked to the entire 
world, we cannot be blind to the recent efforts by Louis Farakhan to establish a 
separate ethnonational place within the present territory of the United States. We 
need only reflect on Marcus Garvey's efforts to establish a separate homeland 
(within or without the U.S.) to-realize that Farakhan's call is not new. 
Coming Back to Sojourners 
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Sojourner is a very old word explained briefly earlier in this chapter. It is a 
word that warrants reuse. The American College Dictionary. defines sojourner as 
meaning: 1) To dwell for a time in a place; 2) A temporary stay.48 Joseph 
Shipley, author of Dictionary of Word Origins, says that sojourn is to stay for a 
short time; but as guests linger, the meaning spreads. That is, the term broadened 
in its coverage of time, from a very short time to a short time, to a not-nearly-as-
short a time! The term sojourner is from the French terms sujurner or sorjorner, 
and the Latin subdiurnare or superdiurnare. Shipley notes: "Either way, it meant to 
stay a short time. "49 The first use of the term sojourner I have found in global 
business usage is by Harris and Moran in a discussion of Peace Corps training 
techniques. 50 The term fits very well the business people who travel from their 
home country to work in a different country. Most such assignments are for a short 
time, at least if we accept Shipley's lingering guest notion. Actually, such 
assignments run from a few days to three or four years. I believe that constitutes a 
short time. 
Global Business Sojourners 
Global business sojourners are, obviously, sojourners who do their thing 
internationally. Th1~~ing us is that we try to describe these global 
business sojourners \~ys that are, essentially, nationalistic or even 
\ . 
ethnonationalistic. A sojourner bdrn and raised in Glasgow, Scotland, United 
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Kingdom working for an American company may be assigned to work as a-manager 
in Kuwait. She is a true global sojourner, but do we have a category for her in our 
global terminology? Not yet. 
Exploring the Problem 
Why is terminology so important? To reiterate, names are sometimes 
everything. As Connor notes, the "Irish Problem" in Northern Ireland is often taken 
as ·a religious dispute. It is, in essence, an ethnonationalist dispute. In fact, the; 
major way of determining friend or foe is finding out the individual's last (ancestral) 
name. 51 Consider some other examples. 
Calling a Quebecois a Canadian is likely to get you in trouble. There are no 
Belgians; they are Flemish or Waloon. Chinese origin, Indian origin, and 
Indonesian origin peoples now populate Peninsular Malaysia. The Indonesian origin 
peoples claim original origin and call themselves Malays (or Bumi Putras). The 
country is called Malaysia. The upshot is that there are Chinese-Malaysians and 
Indian-Malaysians and Malays. Malays would also call themselves Malaysians, but 
Chinese or Indians would never call themselves Chinese-Malays or Indian-
Malays. 52 Czechs and Slovaks speak related but different languages. Both 
understand each other's language and can speak it. However, they rarely do. When 
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a Czech and a Slovak speak to each other, they each speak in their native language 
and ignore the other's language. 
Aside from personal language use, the world has already butchered place 
names: London is Londres to the French. Wien is Vienna in English, and Deutsch 
is German to Americans. The way we name things means a lot. Unusual names 
(which usually means outside the Western culture) are often difficult to pronounce or 
even read. My favorite is a Chinese name very popular in Hong Kong. The name 
is spelled Ng. I have heard pronunciations such as Nnnnnn, Nigo, Nahh, and New. 
The closest I can come to it is eough (if that makes any sense). 
Names mean a lot. In the field of business, and particularly in training, we 
work hard to get to a first-name basis. We use calling cards, name tags, and table 
cards to quickly create the illusion of familiarity. In some cultures, that is offensive 
behavior. Many cultures would never think of calling a person by their first name 
without knowing the person for a significant period of time (such as months or 
years). Americans and Australians violate that practice constantly. Even name tags 
are seen as offensive in many cultures; the assumption is that if you do not know 
who they are, you are not automatically entitled too know. 
Thus, we get to the issue of the names we apply to the people who carry out 
various forms of global work. We must apply some sensitivity and clarity to the 
designations. When we do not do that, we can often find ourselves insulting people. 
Why bother? - Or is It a Real problem? 
Being President of a corporation is no longer sufficient. One must now be a 
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CEO (Chief Executive Officer), often preferably President and CEO, or President-
Chief Financial Officer, Chief Executive Officer-Chairman of the Board. If the 
corporate executives need this level of recognition, it only makes sense that the 
underlings will follow the example. In that process of creating names, human 
resource management stands out as one of the major mistakes. Folks who work at 
headquarters dealing with managing people think the name human resource 
management (HRM) implies that the term expresses how important people are to the 
corporation. The opposite is true. People who work in factories or the field like 
terms such as personnel or labor relations. Human resource management makes 
them feel they are the equivalent to steel, or tires, or garbage. Consequently, most 
large corporations now use HRM at headquarters and personnel in the plant. 
Naming is always a problem. 
Global Naming 
The objective is to arrive at a terminology that is neither national, 
ethnonational or insulting. That is not an easy task. 
When it comes to global naming of international sojourners, corporations 
stumbled once again with the naming process. I have already criticized the term 
Parent Company National or Home Country National. Both PCN and HCN have 
the sound of a very parental Frederick Winslow Taylor, the chief proponent of 
business during the Progressive Movement in American History. When attacked for 
his harshness toward workers, Taylor responded: 
A great deal has been said and is being constantly said about 'sweat 
shop' work and conditions. The writer [Taylor] has great sympathy 
with those who are overworked, but on the whole a greater sympathy 
for those who are under paid. For every individual, however, who is 
overworked, there are a hundred who intentionally underwork -
greatly underwork - every day of their lives, and who for this reason 
deliberately aid in establishing these conditions which in the end 
inevitably result in low wages. 53 
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Walter Rauschenbusch, a contemporary of Taylor, wrote in Christianity and 
the Social Crisis, that the industrial conditions of the day and the impact of 
Taylorism and Scientific Management, was really that: 
Man is treated as a thin~ to produce more things. Men are hired as 
hands and not as men. They are paid only enough to maintain their 
working capacity and not enough to develop their manhood. When 
their working force is exhausted, they are flung aside without 
consideration of their human needs. 54 
The one global business sojourner term that has worn well is Expatriate 
(Expat). This is probably because the users (Expat's) invented the usage. The irony 
here, is that the usage does not fit the definition. Webster's New Universal 
Unabrid&ed Dictionary describes the term expatriate as: 
1. to drive (a person) from his native land to exile. 2. to 
withdraw (oneself) from one's native land; to renounce the rights of 
citizenship where one was born, and become a citizen of another 
country. 55 
While there are many who may have done that (some would say they were 
forced to take a global assignment or lose their job), it is clearly not an accurate 
description of the global business sojourners who call themselves "Expats." I would 
stipulate a definition as follows: Expats are global business sojourners who are 
managers or executives working in a country, other than where they were born, on a 
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long-term assignment. 
Expatriates or Expats is probably the only global designation that was created 
over time by the users of the term. 
The Difference Between Nationalism, Ethnonationalism and Global 
Terminology? 
Most major companies are already involved in globalization. The final stages 
of the business globalization process are very different from what is involved in the 
local, national, or multi-national corporation. As Marquardt states it: 
Global thinking and global competencies become critical for survival. The 
company is constantly scanning, organizing and reorganizing its resources 
and capabilities so that national or regional boundaries are not barriers to 
potential products, business opportunities, and manufacturing locations. 
Countries send their best fast-track managers, as well as senior exec'ttives for 
global assignments. Cultural sensitivity becomes critically important as do 
language skills. Products are mass-customized. Imports as well as exports 
are part of the company's operations in manufacturing and sales. There are 
globally coordinated strategies, global structures, and a global corporate 
culture. 56 
Thus, a global company doing business in a national or ethnonational country 
would present not so much a neutral presence as a local presence. They clearly seek 
a neutral political environment, but would hardly dare state that. They must use 
terminology as well that simply does not take sides. Again, think global, act local. 
So what is wrong with the present terminology? To sum up: it does not work. It is 
insulting and duplicative. 
But, Compensation? 
Earlier in this chapter it was pointed out that linking name based terms with 
186 
jobs and compensation would be a major way to stabilize and rationalize all three. 
In reality, compensation issues may drive the process of creating a more meaningful 
global business sojourner terminology. Sojourners working in another country are 
faced with very complex problems regarding pay, working conditions, cost of living 
and, above all, pensions. Thus, compensation and benefit issues have begun to 
creep into the definition of what we should call or label the various categories of 
global business sojourner. Ultimately, the money related issues are likely to 
dominate the process and stabilize the naming. 
Training Is.sues, Dealing With The Clients. 
On a functional level, global corporations simply try to do what makes sense, 
although that might not be readily apparent. In training settings, for example, one 
can often see Expats, LCN, HCN, and techs all taking the same training class at the 
same time. The small number of people involved are likely to share and learn more 
in that way. Senior executive types are often difficult to bring into that loop, but 
even they sometimes cooperate. 
Team training is becoming dominant. While team training is usually 
characterized as Asian in character, it has actually been practiced in many cultures 
(for example Sweden, Malaysia, even Russia). When there was a surplus of 
workers to jobs in Russia, workers frequently developed unofficial groups (teams) to 
spread the work around. In the early industrial period of the U.S., ethnic teams 
(Slavs, Italians, Germans), most of whom could not speak English, formed 
ethnically-based work teams in the steel mills. 
On the other hand, attempting team training in cultures dealing with major 
ethnonationalist problems is not advised. Malaysians, who haven't had a direct 
ethnic confrontation since the 1960s, nonetheless prefer to conduct training in 
separate ethnic groups or, in the alternative, in groups dominated by the Malays. 
Why Do Trainers Look At Compensation?. 
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In 1981 I was working on development of a vocational skills training center 
in Wakaf Tapai, Malaysia. The project was to be developed and then operated by a 
consortium for eight years. We contemplated an American presence of about forty 
people which would be slowly phased out over the time span. We worked out a 
very detailed organization plan and hierarchy, including titles, responsibilities, and 
so on. When we came to the issue of compensation and benefits for the Americans 
and the Malaysian staff, we ran up against major sensitivities. Our Malay partners 
wanted the same compensation levels as their American counterparts. Housing 
issues were another tough point, since the American staff was insisting on U.S. 
standard housing. At that time, there wasn't any comparable housing in Wakaf 
Tapai. The problems simply escalated from there, with both groups feeling they 
were being treated unfairly.57 
We were really neophytes, taking an American Job Corps Center as our 
model, as well as American theories about extrinsic rewards, titles, perks, etc. The 
world of development projects has certainly learned a lot since then - if not in 
successes, at least in the nature of failures. 
Compensation and benefit systems and approaches now abound. When an 
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expatriate is sent on an overseas assignment, advance training is likely to be a few 
days or maybe two weeks (a pittance). 58 The time they are likely to spend on their 
letter of assignment laying out all the compensation and benefits issues will far 
exceed their advanced training. 
According to Mendenhall, Punnett and Ricks, a typical expatriate global 
business sojourner's compensation package is made up of: 
1. Base salary 
2. Foreign service premium 
3. Hardship or site allowance 
4. Cost of living allowance 
5. Housing allowance 
6. Taxation (usually tax equalization) 
7. Incidental benefits. 59 
Short term assignment personnel can almost always be covered by only part 
of the seven categories, depending on skill level, scarcity of skills, or immediacy of 
need for the skills. Trainers, technicians, machine operators, lawyers, accountants 
and others who are essentially on a very time limited schedule (less than six months) 
continue to contribute to their home based social security and benefits systems. 
They often live in hotels or make temporary housing arrangements (usually not 
comparable to home country housing). 
Another way of looking at it involves simply listing the matters that must be 
covered in an Expatriate's Letter of Assignment. The Society for Human Resource 
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Management (SHRM) published a sample policy list in 1995. The list included the 
following components: 
I. Pre-assi~nment Policies 
Notification procedures for international assignments 
Compliance with immigration and labor laws 
Pre-assignment location evaluation 
Automobile policies 
Sale of auto in home country prior to expatriation 
Shipment of auto overseas 
Lease cancellation costs 
Driver's license in host country 
Relocation allowance 
Married 
Single 
Shipment and storage of household goods 
Home country housing 
Temporary living expenses prior to departure 
Travel expenses 
Pets 
Language courses 
II. Compensation elements during assignment 
Expatriate compensation policies 
Goods and services allowance, based on 
Spendable income 
The market basket 
Food at home 
Food away from home 
Tobacco, alcohol 
Personal care 
Furnishings, household operations, clothing 
Medical 
Recreation 
Transportation 
Domestic service 
Process of the "market basket" in the home country and the host 
location 
Currency exchange rates 
Base salary 
Housing allowance 
Income tax policies 
Hypothetical tax 
Domestic tax 
Foreign tax 
Stay at home tax 
Foreign tax credits 
Tax planning 
Provision of tax consultant 
Incentive compensation 
Income from stock options 
Income from profit-sharing, program restricted stock shares 
Treatment of 401 (K) 
Method of payment (where, what currency mix) 
ill. General policies during assignment 
Temporary living expenses upon arrival 
Education allowances 
Benefit programs 
Employees on home country payroll 
Employees on host country payroll 
Health/dental benefit equalization 
Leave balance treatment 
Working hours and holidays 
Spousal income 
Home leave 
Emergencies 
Termination of employment 
IV. Repatriation 
Repatriation 
Repatriation & reassignment 
Reassignment on return to U.S. 
Pre-repatriation trip 
Temporary living expenses upon return to U.S. 
Relocation allowance upon repatriation 
Return travel expenses 
Return shipment of household goods60 
The irony of this is that a huge number of expatriates are brought back to 
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their home company and find they no longer have a job. All those resources are 
wasted. The other big issue none of these folks want to deal with is retirement 
benefits. 
What Happened to Pensions? 
The SHRM outline has been the traditional listing for some time, 1995 being 
the current update. Interestingly, it does not deal with the most complex of all the 
subjects: retirement benefits. Why has it not it been included? Most likely because 
the company considers a domestic retirement plan as sufficient, and is not dealing 
with some of the inequities such a policy creates. In addition, the underlying 
assumption is often that the global business sojourner will return "home" (usually 
conceived as the Home Country). If you stay a while in the places frequented by 
the global business sojourners of the world -- Hong Kong, Singapore, Paris, 
Brussels, Berlin, London, Geneva, Bangkok, Tunis, Cairo, Johannesburg, Rio de 
Janeiro, you will meet those who do not go "home." Instead, they move from 
company to company, living in a global world. 
Providing retirement programs for employees is common place. However, 
when it comes to global business sojourners, the form of such plans is difficult and 
complicated. Heitzman and Lipton note that: 
the form retirement plans take in a given country is a function of tax 
incentives and the provisos attached to them, the Social Security systems they 
supplement, and business customs. Incredible diversity among regions, and 
among countries within each region, is the result. That diversity complicates 
the job of providing a sensible benefit to an international employee. 61 
Heitzman and Lipton also devised a series of global titles in an effort to 
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explain the benefit needs of global business sojourners. They state that there are 
three groups of employees involved: expatriates; third-country nationals; and key 
local nationals. They redefine these as emissaries, nomads, and chieftains. The 
major contribution here is in identifying the key local national, an often forgotten 
player. Their descriptions, unfortunately, are still cast in the terminology mentioned 
earlier. At the same time, they recognize the chieftains and the nomads, although 
living as natives in a place are actually above the level of most host-country 
nationals. That is certainly a good building block toward a global terminology. 62 
The concern here is the benefit plan. Heitzman and Lipton raise a straight 
forward question: why include nomads and chieftains (usually Expatriates) in local 
plans at all? Mainly, because many countries require it (e.g., the U.S. Social 
Security System). The answer, then, has to be a cobbled together umbrella plan, or, 
as they suggest, a combination one-solution plan. Basically, they advocate: 
Give each employee an account balance that can be reported each year 
in a benefit statement and that increases each year by employer 
contributions and investment earnings. However, have the accrual 
rate vary depending on the country where the employee is currently 
assigned. Employees in countries with rich local plans will have 
lower accrual rates than those in countries with no, or minimal, local 
provision. The rates will be reviewed from time to time and 
determined under principles of "rough justice." Once credited, 
amounts will not be revised later to reflect theoretically correct 
offsets. Maybe it won't be exactly fair to everybody, but at least 
everyone will know where he or she stands. 63 
When is Permanent Permanent? 
Another problem that comes into play is the question of when is a global 
business sojourner no longer a sojourner? That is, the sojourner has become a 
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permanent resident of the country she or he was assigned to and therefore is no 
longer sojourning. In compensation terms, that change in status means stopping 
many of the special allowances. A recent study by Organization Resource 
Counselors (ORC) covering sixteen U.S. global companies and twelve European 
global companies shows that 44% of the U.S. companies phase out allowances over 
time, and 42 % of the European companies do the same. It appears that those 
companies who do phase out allowances do so at about five years. Applarently, 
those companies doing a phase-out have determined that if you have stayed in one 
country for five years you are a permanent employee there. 64 
Some companies, such as Reuters (not included in the study), use this as an 
incentive to keep employees willing to take further global assignments. In other 
words, they want their employees to move, and offer incentives that encourage that 
decision. 
Jack B. Anderson of Ernst & Young notes that a host-country based 
compensation system has the inevitable effect of moving the company's world wide 
compensation toward the home country standard. Most business leaders would see 
that as a negative trend, and a strong encouragement for switching to a more global 
program. 65 The assumption is that the U.S. based compensation system is higher 
than other locations. Given some of the compensation scales I have seen for 
European countries, there is a considerably higher range in Western Europe than in 
the u.S. 66 
Gareth Williams and Thomas Rowley suggest that: 
In a global company, management transfers will occur with 
increasing frequency between countries within a given region and the 
most competent managers will gravitate towards regional or even 
global management positions. 67 · 
This, they suggest, makes it imperative that a new system of compensation 
and benefits be devised for the global market place. 
Relating Global Business Sojourner Titles and Compensation Systems 
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Taking business definitions into the global age is difficult. The importance 
of names and titles carries into business in many ways. Similarly, compensation and 
benefit packages are many times more involved. The combination of the two, global 
naming linked with compensation and benefits, make for a powerful force for 
change. 
Toward a Solution: a New Terminology for Sojourners in the Global Arena 
One danger in discussing a new terminology might be to suggest that we can 
leap over or obfuscate ethnonationalism. That is not the case. In discussing nation-
building, Connor describes a meeting in 1970 where he attempted to point out the 
growth of ethnonationalism and was roundly criticized by schools of all countries 
involved. As he notes: 
The near total disregard of ethnonationalism that characterized 
the school, which numbered so many leading political scientists of the 
time, still astonishes. Again we encounter that divorce between 
intellectual theory and the real world. 68 
As Connor further notes: 
Since most of the less developed states contain a number of 
nations, and since the transfer of primary allegiance from these 
nations to the state is generally considered the sine qua non of 
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successful integration, the true goal is not "nation-building" but 
"nation destroying. "69 
That is precisely the result that global businesses are trying to avoid. They 
are looking for forms of effectively neutral terms that will avoid taking sides in such 
conflicts. The need for renaming, then, meets a broad series of needs: 
• First, the need for non-overlapping or unclear position descriptions; 
• Second, creating descriptions that do not have the effect of insulting 
the participants; 
• Third, providing a terminology that transcends nationalism and 
ethnonationalism; 
• Fourth, evolving as truly global terminology. 
When we link these terms to various forms of compensation and benefits 
packages, we pique the interest of many other participants in the global corporation. 
What is the Impact on Busin~ and Training? 
An equitable and adequate compensation package is critical to motivating and 
maintaining highly qualified international executives. The expatriate managers are 
in no position to assess the adequacy of the compensation package before arriving in 
the foreign location. An inadequate package can be expected to produce less than 
satisfactory performance from a disgruntled expatriate. Even worse, it may result in 
expatriates returning home, leaving the organization with serious staffing 
problems. 70 
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The Proposed Changes 
The following table shows a new suggested terminology, decidedly global but 
containing familiar elements of the past. Linked to the new terminology is a set of 
compensation and benefit packages that become the anchor of the terms. 
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TABLE 10 
NEW DESIGNATIONS FOR GLOBAL BUSINESS SOJOURNERS 
Full Name Acronym Definition 
Expatriate Ex pat Manager or executive working in a country other than 
his/her country of origin on long term assignments. 
National Local Works in a local subsidiary of a foreign company. 
Nomad Nomad Works in multiple global locations on temporary short 
and/or long term assignments; does not necessarily have 
a functional home base. 
Technical Tech Employee with specific technical skills sent on short and 
medium-term assignments. Technicians, accountants, 
lawyers, computer specialists. 
Short-term Short Employee similar to Tech with very specific skills 
(install machine) on very short term assignment. 
Spouse Spouse Husband or wife who comes along on global 
assignment. Usually restricted from working by 
country. 
TABLE 11 
NEW DESIGNATIONS AND COMPENSATION PACKAGES 
FOR GLOBAL BUSINESS SOJOURNERS 
Eligibility Compensation Plans Benefits Plans 
Full Name Acronym Compl Comp2 Comp3 Benl Ben2 Ben3 
Expatriate Ex pat Cll C12 C13 Bll B12 BI3 
National Local C21 C22 C23 B21 B22 B23 
Nomad Nomad C31 C32 C33 B31 B32 B33 
Technical Tech C41 C42 C43 B41 B42 B43 
Short-term Short C51 C52 C53 B51 B52 B53 
Spouse Spouse C61 C62 C63 B61 B62 B63 
Explanations 
Under this approach, each employee would be assigned a compensation 
package and a benefit package. Combinations would depend on service 
responsibilities and define the compensation and benefit packages. The 
combinations would include variations of: 
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• Basic global package including allowances, premia and pension plan; 
• Local package required by law; 
• Enhanced local package; 
• Mixture of basic package and local package; 
• Special stock option awards, and other incentive rewards provided by 
employer; 
• Tax treatment (income tax): gross-ups and foreign tax exclusion; 
social insurance tax. 
Each of these options would be plugged into the cells provided in the chart. 
These options essentially transcend nation-state and enthnonational lines. 
Examples 
Assume an Expatriate was sent on a first time assignment. The person would 
be an Expat CU, Bll. That is, the Expatriate manager would have a basic 
compensation package (CU) and a basic pension package (BU). If the Expatriate 
takes a subsequent international assignment, the package might be upgraded to Cl2, 
Bl2. 
A Nomad taking an assignment would get a Basic package that would be 
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significantly below the Expatriate's package, and so on. 
The names involved, Expatriate, National, Nomad, Technical and Short-term 
will be linked to the compensation and benefit packages by name and code. Thus, 
Expat Cll.Bll. The term Global Sojourner would be the term covering all 
international assignment personnel. The Spouse generally does not have a defined 
compensation or benefit plan, although that has happened occasionally. The linkage 
should have the effect of solidifying the titles and providing a clear delineation of 
basic roles and titles. That should positively impact the process of communication. 
Conclusion 
Distinguishing between participants in the global market place will be a little 
less cumbersome if we proceed with some redefinitions. Redefinition is unlikely to 
have any significant impact on the issue of national versus ethnonationalism except 
that reducing names that are insulting achieves a culturally significant end (i.e., 
peace and courteous discourse). That will at least make doing business and training 
a little easier and more effective. At the least, it will not stir national or 
ethnonational coals. Finally, selection is a critical part of global human resources 
and training. However, there is a long way to go before we can claim to have a 
global talent pool ready to be selected on a basis of other than the good American 
manager. 
Defined Terms 
Nationalism/ethnonationalism. Walker Connor, in his preface to 
Ethnonationalism: The Quest For Understanding states that his operating definition is 
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that " ... nation connotes a group of people who believe they are ancestrally related. 
Nationalism connotes identification with and loyalty to one's nation as just defined. 
It does nQt refer to loyalty to one's country. "71 Connor, therefore, appropriates the 
terms nation and nationalism as terms that better define ethnonationalism. I do not 
agree. 
Global business sojourners are sojourners who do their thing internationally. 
It covers all types of people who work in the field of global human resources. 
Global sojourners terminology includes the following titles/descriptions: 
Expatriate (Expat), a manager or executive who works in a country other 
than his/her country of origin on long term assignments; 
National (Local), an employee who works in a local subsidiary of a foreign 
company; 
Nomad (Nomad), an employee who works in multiple global locations on 
temporary short and long term assignments (does not necessarily have a functional 
home base); 
Technical (Tech), an employee with specific technical skills sent on short and 
medium-term assignments (technicians, accountants, lawyers, computer specialists); 
Short-term (Short), employee similar to Tech with very specific skills (install 
machine) on very short term assignment; 
Spouse (Spouse), a husband or wife who comes along on global assignment 
(usually restricted from working for pay in the country). 
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CHAPI'ER 5 
TRAINING OUR OWN, PART ONE: 
GWBALIZATION & SHORT-TERM ASSIGNMENT TRAINING 
What is Globalization Training? 
Globalization training seeks to prepare those who work for international 
corporations for the realities of global business. Functionally, virtually everyone in 
the corporation would benefit from globalization training. The key idea is that 
global consciousness among all employees must be raised in order to gain or 
maintain a competitive advantage for now and for the foreseeable future. While 
those who travel on overseas assignments are at least aware of these needs, those 
who work in the home offices, plants, or local operations often do not see why they 
should be involved in globalization training. This chapter addresses the needs and 
problems of this type of training, and why it is critical to global corporations. The 
chapter is also the first of three that specifically deal with global training design and 
its application to minimum necessary change, the critical importance of context, and 
applications of cultural toughness. 
Since we have clearly entered the global stage of business/ organization 
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development, most people would acknowledge the need for new forms of training to 
deal with a global business community. Thus, large corporations at 
least, are doing some type of training for potential expatriate managers before they 
send them out to manage a facility in a new and different culture. The expatriate 
training involved is usually limited to historical and cultural briefings (usually 
without his/her spouse present), a very short look-see trip to the new location, and 
possible chats with former expatriates. Many expatriates don't even view the 
training they receive as training. 1 That process, as inadequate as it is, constitutes a 
form of globalization training. It does not, of course, meet the standards of 
minimum necessary change and pays only lip service to context and training· for 
cultural toughness. 
Globaliz.ation training is an effort to create a mindset that will enhance 
understanding across culture, language, and communication barriers. This is 
particularly true in the case of barriers that impact the working environment and 
productivity. Cultural awareness and sensitivity are obvious components of 
globaliz.ation training. Canadian CEO Bernard Isautier (Occidental Petroleum), 
describing the advantage he feels Canada has in dealing with multi-cultural 
situations, explains that Canada: 
has been strengthened by people coming from a variety of countries. 
Canada is a country where immigrants feel comfortable and where 
many have achieved their personal objectives, In the global village, 
people must learn to respect, appreciate, understand and value 
differences. 2 
Globaliz.ation training does attempt to minimize conflicts in international 
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settings, as described in this Chapter. It also seeks to facilitate the flow of global 
sojourners from one country to another. Finally, globalization training gives the 
global sojourner a set of tools that will make it easier to understand what is going on 
in different cultures (using cultural toughness and context in training exercises., for 
example). Even minimum necessary change is useful in this training since it 
discourages overarching desires to make things the same everywhere. 
It is worth re-noting the admonitions expressed in Chapter 1, the four causes 
of cross-cultural blocks: 
• Parochialism; 
• Ethnocentrism; 
• Xenophobia; 
• Stereotyping. 
These four communication barriers create more problems than either cultural 
or language breakdown. Why? Because they are inherent biases inside us, prepared 
and ready to cause misdirection. When there is a language breakdown, the issue is 
probably not understanding the language. That can usually be resolved by bringing 
in an interpreter. When there is a communications breakdown, when people react as 
insulted, or pull away from you, or grimace, or laugh at you, one or another of the 
following blocks may be the cause: 
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Parochialism means viewing the world only through a limited perspective. 
It is a type of home-town-boy syndrome; 
Ethnocentrism is a bit rougher, a belief that your own culture is superior to 
all others; 
Xenophobia is one of those usually hidden things; the fear and/or hatred of 
strangers or foreigners; 
Stereotyping, perhaps the most common of all the cross-cultural blocks, is 
simplification, characterization, and generalization which reduces incoming 
information and leads to ignorance of individual variation. 
These four miss-directors are the initial building blocks of global awareness training. 
They demonstrate how unreasonable demands and expectations in an international 
setting can cause failure of purpose, thus defeating concepts of minimum necessary 
change, context and cultural toughness. 
Identifying Who Needs Globalization.Training, and Why? 
The answer is obvious: everyone. Any organization with international 
connections, business, sales, purchasing, or whatever needs to have employees who 
can respond in a global setting. That does not mean we all have to be global 
cognoscenti, fluent in multiple languages (although it would surely help), or have a 
geographic atlas in our head. It does mean that if we have contact of any kind -
sell, ship, receive, fax, phone, e-mail, internet or mail in or from other countries or 
cultures, we should have an awareness of the differences, a minimum level of 
understanding of the differences and how they might impact the individual or the 
company, and the ability to actively listen to, read and effectively respond to the 
other party. 
212 
The everyone standard, of course, is very far from being common. A few 
companies are well into this process -- for example, Tellabs in Chicago. They 
have started globalization training at the top corporate level and are working their 
way down, committed to a company-wide program. Unfortunately, Tellabs is an 
exception. Taking global corporations in general, the norm would be close to zero. 
Globalization training does not appear. on many lists of needs. Most people with 
short-term international assignments are seldom given any preparation, other than a 
chat by someone who was there before and a list of good restaurants. 3 
Levels of Need 
There are levels of need. For example, who should be addressed first? A 
good starting point would be the frequent short-term assignment personnel (lawyers 
and accountants, technicians). These people frequently travel internationally on 
corporate business. They are the most obvious on a level of needs (they go back 
and forth, and we hear their complaints because they return to the home office). 
Clearly, these frequent travelers should be briefed or prepared for new cultures and 
ways of doing business. But what about the mid-level manager who receives a fax 
from Istanbul that suggests a change in use of specific equipment, but gives no detail 
as to why. The manager might fax back: Not clear. Advise immediately with clear 
recommendation. The Turk involved could well blow up at the implied insult when 
his behavior was intended to elicit limited authority. Or, more likely, he would let 
the equipment fall apart. That manager, although he never got on an airplane to 
Istanbul, still needed global awareness training. 
Comparativism, Some Examples 
213 
The technique of comparative analysis in social science has been used for 
many things, ranging from labor relations to income distribution. It is also a useful 
tool for comparing cultural differences. One could compare, for example, basic 
values regarding training in the U.S. vs. Japan and India. The following sections 
are examples of comparative methods of evaluating training differences in the three 
cultures -- Japan, India and the U.S. They serve as a model of how one can 
establish standards for dealing with globalization training between a home country 
and another culture/country. In any comparative study one must have an element of 
comparison, or constant, to which other units can be compared. For the purpose of 
this study, a training program called BASIC SUPERVISIONC will be utilized as that 
element of comparison. 4 The model is a supervisor training program and involves a 
set of supervisor training methods, practices and values generally typical of and 
representing, as the element of comparison (for this limited purpose), U.S. training. 
Supervisor training is a bread and butter5 program in the U.S. and many other 
countries. The model, thereby, becomes the surrogate for U.S. corporate training. 
It will be used to compare and contrast training in other cultures and countries. 
This chapter will compare Japanese, Indian, and U.S. training styles. 
Measures of Cross-Cultural Comparison 
To operationalize the comparisons I will use five general cross-cultural 
measures of comparison: 
High/Low Context (Edward T. Hall);6 
Cultural Variables (falcott Parsons,7 and Fons Trompenaars;8) 
Managerial Differences (Geert Hofstede;9) 
Toughness in Training (Black, Gregersen and Mendenhall; 1°), 
Participant Observation (Dennis11). 
These are discussed below. 
High/Low Context. 
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Gutek deals with the uses of context in a historical perspective: 11 ••• by 
interacting with the forces present in the cultural contexts in which they lived, 
developed ideas ... that still have impact on us today. 1112 This is the historic concept 
describing the rings of geography, custom, and practice that encircle any individual 
in time. The anthropologist Edward T. Hall, in Beyond Culture, has taken the 
historic concept of context and applied it in a socio-anthropological sense as to 
11 
... how much context different cultures use. 1113 Hall's context dichotomy will be 
used as one measure of cultural differences. 
Cultural Variables 
Talcott Parsons, in his seminal work, The Social System, developed four 
theoretical measures of cultural difference: universalism/particularism; 
ascription/achievement; diffuseness/specificity; and neutrality/affectivity .14 Fons 
Trompenaars, in Riding The Waves of Culture, used those measures, and added one 
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more - group/individual -- to demonstrate predominate characteristics in different 
cultures. 15 These cultural variables can be applied to describe predominant cultural 
patterns in a given culture (i.e., they are likely to be universalistic rather than 
particularistic, or likely to operate in a culturally diffuse mode rather than with high 
cultural specificity, etc.). Trompenaars applied these variables to individuals from a 
wide range of cultures, using specific cases or descriptions of activities, actions, and 
obligations to see if there were national patterns. There were such patterns, and 
thus, we can conclude that the measures may have value. Trompenaars scales are 
on a 0-100 base, although the lowest score seldom falls below 20. 
Managerial Differences 
Geert Hofstede, in a 40-country survey of managers (subsequently expanded 
to 60 countries), found significant cultural differences between managers in different 
countries on the four primary dimensions: individualism/collectivism; power 
distance; uncertainty avoidance; and masculinity/feminism. The differences in work 
attitudes, when arrayed around preponderant use of these four dimensions, produce 
rather clear cultural descriptions of the values and attitudes of managers in nation-
states and their business cultures. Power distance largely reflects fear of power on 
one end to a lack of fear of power on the other. There is a very close relationship 
between how they powerful treat the less powerful vs. how they fear or do not fear 
power. The data set establishes scales to measure country-specific differences in 
managerial behaviors, originally on a 0-100 base and since revised to a 0-120 base. 
Thus, power distance is arrayed in a table against uncertainty avoidance to cluster 
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country samples. 16 Thus, on a power distance scale of 11-94 against an uncertainty 
avoidance scale of 8-112, India would have a score of 77, indicating a large power 
distance and a weak uncertainty avoidance. Thus, Indians c~uld be described as 
feeling far removed from power but not at all uncertain of themselves. 
Cultural Toughness 
Cultural toughness is a very critical element in this dissertation. That key 
element was initially generated from Black, Gregersen and Mendenhall's measures 
of cultural, communication and job toughness. These were designed to describe the 
toughness of assignment to a given country for an American manager. The initial 
measure, cultural toughness, was described by them as follows: 
"Simply put, the idea of cultural toughness is that some 
cultures are more difficult to adjust to than others. "17 
Black et al seemed primarily concerned with developing theory about cultural 
toughness etc. It is interesting and useful theory, which is why it is being used 
here. The very simple statement quoted above is an excellent example. It is clear 
and elegant. In this dissertation, we operationalize the theory in several ways: the 
cultural toughness traits are operationalized to compare to the other measures listed 
on a 1-100 scale, as applicable; the scales are then used to establish measures for 
evaluating fitness for assignment. All of that stands on the self-apparent theory: 
some cultures are more difficult to adjust to than others. These concepts will 
continue to be utilized in this work. 
Participant Observation 
As noted earlier, I will express my own opinions in the tables regarding 
specific situations, but always clearly identified and separated from the other 
measures. This is a small effort to maintain a qualitative overview. 
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These five measures (High/Low Context [Edward T. Hall]; Cultural 
Variables [Talcott Parsons, and Fons Trompenaars]; Managerial Differences [Geert 
Hofstede]; Toughness in Training [Black, Gregersen and Mendenhall]; and 
Participant Observation [Dennis] will be used in the charts that follow. They 
provide varying levels of quantifiable data which will be supplemented by other 
forms of data gather (for example, comparative and experiential). 
Training in Japan: General Description of Japanese Corporate Training and 
Education 
Corporate training in Japan is conducted largely in the same manner as 
education in Japan. After an extraordinarily elaborate selection process by the 
corporation, the employee comes to the company with credentials established by 
being admitted to educational institutions through difficult testing. She/he is 
presumed to have acquired a set of necessary skills. Management training is largely 
acquired in the corporation rather than in MBA type programs. Malcolm Warner, 
in the Journal of Management Education, says that "Japanese management training is 
influenced largely by corporate tradition, organizational structure, the nature of the 
business and the organization's inherent training and development resources. "18 In 
training parlance, that translates as largely on-the-job training. Warner also notes 
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that there has been a very strong input of Western managerial practices in the typical 
Japanese corporation. Warner notes: 
Japanese corporations generally train employees in-house. The 
overwhelming form of training is observation, learning by observation 
in group or team activities, and closely monitored learning-by-doing. 
It is a slow, methodical process, using the method of learning all 
there is to learn about one unit; then moving horizontally to another 
unit and doing the same; then another, and so on until the employee is 
cross-trained at that one level. Having mastered that level, and with 
continued seat and real time, the employee may be promoted to the 
next level, where the cross training process starts all over again. The 
obvious advantage is that the employee is cross-trained in almost all 
aspects of each level of work. The disadvantage is that it is a very, 
very slow process. 19 
In a sociological/anthropological perspective, high context cultures produce 
people who have a great sense of what is right and what is wrong. They do not 
need to wrestle with these issues. In contrast, Americans have a low context culture 
and must forever work out questions of right and wrong. (For more on high 
context/low context cultures see Edward T. Hall's Beyond Culture. 2°) 
Ernest Gundling, in Trainin~ and Development, says that: 
Japan has been called a high-context society. Factors such as 
protracted relationship building and the mutual exchange of 
background information are seen as common courtesy and common 
sense. A certain level of mutual comfort is generally necessary 
before substantive business discussions can proceed. Subjective 
factors such as character judgement and personal compatibility are as 
essential to closing a deal as are objective considerations about the 
content of the agreement. 21 
Values Expressed or Implied-American Values in Training 
American and Japanese trainers often have very different values when it 
comes to training. Gundling, in the July 1992 issue of Training and Development. 
wrote: 
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U.S. trainees want information and skills that are tied to specific objectives 
and that are based on their individual needs and their company's situation. 
They want training that is crisp and to the point, but they also appreciate the 
informal, humorous attitude on the part of the instructors. They expect 
trainers to be responsive to questions so that an exchange of ideas - a 
dialogue - can occur. Time is limited in the U.S.; trainees are anxious to get 
to work. They assume that trial and error on the job will make up for 
anything they miss in the initial training. 22 
Japanese trainees might say some of the same things, but the application of 
these ideas is likely to be very different. In Japan, it is assumed that training will 
occur over time, a great deal of time. The value comes in learning the right way. 
In a given setting, the Japanese trainee will be taught that there is only one right 
way. Collegiality in training or the workplace is, at best, for peers. Informality and 
questioning in a Japanese training program is an oxymoron. One learns first by 
observing and memorizing. Doing comes later. 
Japanese training stresses the need to win -- as a group and as a company. 
Bushido23 concepts of nationality and loyalty are still dominant. For example, in 
an article in Industry Week, one participant in a Japanese training program for 
Europeans said: 
For every Japanese company that becomes known in the West, 
10 have gone bankrupt in the fight for supremacy within Japan . 
. . . when the internal battle has been won, the winner is ready to go 
international, ready to slaughter the competition worldwide. 24 
When dealing with Americans, the Japanese also use time as a weapon. 
Again, Ernest Gundling notes that a Japanese Ministry official tells Japanese 
negotiators to use to advantage the American penchant for rushing. The Minister is 
quoted as saying: 
Your most powerful, persuasive tactics will be your. questions, 
silences, and delays. All these tactics will elicit concessions from 
Americans. Their outstanding cultural characteristic is impatience, 
and they view concessions as a way to move things along more 
quickly.25 
Techniques Exp~d or Implied 
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Self-criticism. Japanese management uses the technique of self-criticism as 
one of its main tools, both in training and on the job. Gundling quotes a British 
manager taking training in Japan as follows: 
Saying you're sorry or pledging that a mistake won't happen 
again is not enough. The Japanese want to know just why the failure 
happened. And then you must tell them exactly how you're going to 
change your procedures to make sure it doesn't happen again. 26 
Brainstorming? Questioning and brainstorming do not happen in Japanese 
training. Gundling notes that in the American Society of Training and Development 
study of Japan, hierarchy is the dominant definition of Japanese training. Gundling 
says that: 
Hierarchy is built into every type of instructional setting and 
business dealing. In Japan, teachers and instructors have respect and 
special status far above the status given to those in similar positions in 
the United States. Japanese (training) audiences commonly avoid 
challenging or asking direct questions of such authority .figures. He 
continues: A common assumption incorporated into many fonns of 
education in Japan is that every learner should cover certain basic 
points in the same way. That view can be frustrating to many U.S. 
trainees, who expect training to be tailored ... to their needs. v 
Rote, rote and more rote. Much Japanese training is conducted in the same 
way it is conducted in Japanese schools (memorizing). Since authority in the 
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Japanese tradition cannot be challenged or even questioned, there is little choice 
available. Like the British apprentice system, the Japanese trainer reads material to 
the class, which they follow in their texts or handouts. They then spend many hours 
memorizing key points. The primary purpose for seat-time appears to be the need 
to identify the key points. Changes likely to be needed based on the measures of 
comparison presented in the following tables. 
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TABLE 12 
CROSS CULTURAL MEASURES APPLIED TO JAPAN AND THE U.S. 
Japan Cross Cultural Measures of Comparison I U.S. 
1. High/Low Context (Hal128) High =communication. Low High 
context 
culture 
Most information is already in person. Low=information is context 
in the coded, explicit, transmitted part of the message. culture 
2. Cultural Variables (Parsons/Trompenaars 29 , 3°) 100 point scale. 
67 Universalism (high)/Particularism. Rules v. relationships. 
64 Ascription/ Achievement. How status is accorded; 
High =achievement 
45 Diffuse v. Specific(high). The range of involvement. 
NA Neutral/Emotional. Range of feelings expressed. 
24 Collectivism v. Individualism. Group v. individual(high). 
3. Managerial Differences (Hofsteede31) 
46 Individualism/Collectivism. High =people take care of 
themselves, Low=people act collectively. 
54 Power Distance. Extent society accepts power in 
organizations is distributed unequally. High score: accept 
inequality. 
92 Uncertainty Avoidance. Extent that people feel threatened 
by ambiguous situations. High = high threat. 
95 Masculinity/Feminism. High =assertiveness, acquisition of $ 
& things. Low=value quality of life, caring. 
4. Toughness (Black, Gregersen, Mendenhall32) Toughness: difficulty of 
adjustment. 
95 
77 
85 
89 
40 
91 
. 40 
46 
62 
10 Cultural Toughness. Ranked list of countries. Dennis' re- 1 
construct 
6 Communication Toughness. Degree to which manager must 1 
interact with local culture, 7 points. High score = tough 
TABLE 12 -- Continued 
10 Job Toughness. Based restraints in exercising decision 
making authority. 10 points. High score = tough 
10 5. Participant Observation (Dennis) Direct country experience 1 
Summation 
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Japan operates in a high context mode. Matters of values and techniques for 
an adult training mode are brought to training, and can serve as a help or, more 
likely, an obstacle to communication and understanding. A special effort will need 
to be undertaken to relate the Japanese context to the U.S. model. 
The Cultural Variables measures show significant differences between the 
Japanese and the Americans, particularly when you consider that the 100 point scale 
used here seldom goes below 50. Thus, we can conclude that most Japanese are 
particularist in their viewpoint, while most Americans are universalistic. The 
Japanese may advocate achievement (particularly those born after 1945), but they 
fundamentally follow those in high status positions, governed primarily by context. 
Americans, essentially, believe in the concept of individual achievement as the road 
to success. The spread between diffuse and specific is the greatest among these 
variables, with diffuse behavior -- the Japanese obeying unstated rules of context, 
carrying out clear and unambiguous roles in business and outside of business, the 
supervisor being a supervisor no matter where he (intended, gender discrimination 
prevails) is -- the American describing his/her role in the limited context of 
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business. Collectivism, naturally, reflects the primary method of operation in Japan. 
Only 8 countries (out of 50) had a lower score. The U.S. ranked 40th out of 50 on 
this variable. To re-state, Japan is collectivist and the U.S. is individualist in 
nature. 
Mana.gerial Differences largely parallel the Cultural Variables measures. 
The Japanese are collectivist, Americans individualist. The Japanese have a higher 
power-distance than Americans, meaning that the Japanese have _a greater tolerance 
related to inequalities; the do Japanese have a stronger need for acquisition of 
things, which often seems an emulation of Americans. Americans are somewhat 
less acquisitive (although certainly by a very modest amount). Together, Japan and 
America seem to be the world's great acquisitors. 
The Toughness scales, which have not yet been sufficiently refined, do 
reflect extreme differences in difficulty of cross-cultural adjustment between the 
Japanese and the Americans. 
Clearly, there will need to be many adjustments to the BASIC 
SUPERVISION training program if it is to be useful. At the same time, many of 
these changes might well be a matter of linking some values together, or developing 
i slower introduction of participatory techniques. 
A list of comparative conflicts in Japanese and American training related 
ralues and techniques is presented in the following table. Future research is 
equired to separate the values and techniques through use of a quantitative survey 
nalysis. 
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TABLE 13 
CONFLICTS IN TECHNIQUES & VALUES -- JAPAN & U.S.A. 
SOME EXAMPLES 
Japanese Techniques Conflict Area U.S. Techniques & 
& Values Values 
Collective work U.S. encourages teams but Individual performance 
evaluates behavior of evaluation 
individual 
Japanese reluctant to Brainstorming 
participate in free form 
activities 
Self-criticism sessions Americans horrified by the Critique in a collective 
process manner without blame 
or responsibility 
Discipline/ Approval Japanese do not praise or One minute manager: 
through context single out people for praise, praise all the time. 
but do hold self criticism Assign accountability 
sessions based on performance 
Role plays are seen as Role plays often not 
embarrassing and a loss of acceptable in many 
face cultures 
Collective discussion, Japanese discussions tend to Small group discussion 
sign-off (ringgi) build on memos, documents. 
U.S. approach is more 
debate, compromising 
Good potential since product Wallboarding 
put on board is collective, 
unidentified 
Individual expression of ideas Round table discussion, 
in small or large groups conversation 
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TABLE 13 - CONTINUED 
Progression through Leadership in Japan evolves Leadership development 
seniority from seniority training 
Japanese Techniques Conflict Area U.S. Techniques & 
& Values Values 
Traditional Lecture Common in Japan, 
increasingly non-existent in 
U.S. training 
Neutral and acceptable if not Self-assessment 
singled out instrument 
Rote learning Horrifying to Americans 
Horrifying to Japanese Confrontation role 
playing 
Summation 
As noted earlier, Japanese and American values and techniques have many 
differences. However, most of these differences do not appear to be critical in a 
training context. Japanese managers, at least, have been exposed to many American 
training techniques, and these techniques appear to be drifting into the Japanese 
business culture. Modifications can be made to smooth that process. For example, 
roundtables could be converted to small group discussions. Wallboarding could be 
used instead of roleplays.33 While rote learning and high context behavior 
continues to be dominant, the adaptive characteristics of the Japanese still play an 
important role in assimilative behavior. 
Training in India: General Description of Indian Corporate Training, The 
Divisions 
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The hierarchial nature of Indian society makes synergizing training programs 
very difficult. For example, in India, can there truly be corporate (i.e., company 
wide) training or simply segments of training among different status and caste 
groups in the corporation? R. Jayagopal, author of Human Resource Development. 
Conce.ptual Analysis and Strategies, defines the first problem: "Caste, language, 
religion, ethnicity, and culture ... divide the structurally divided India, a land of 
contrast, paradox and contradictions. "34 The middle class is relegated to the role it 
has had for 100 years. He notes that others have claimed the Indian upper class 
elite " ... as good as any in the better placed countries in the world," and then goes 
on to describe the balance of the Indian populace as " ... the seething mass of 
humanity at the base of the Indian pyramid, ... still steeped in the cowdung age 
struggling hard to extricate itself from grinding poverty and bewildering 
confusion. "35 That is a tall glass of water for a training program. 
Values Expressed or Implied 
Fundamental Differences? The differences that exist in a society so 
complex and with such an extreme range of socio-economic-religio-politico divisions 
will necessarily produce a widely different range of values. Since virtually all 
exported corporate training is likely to focus on foreign corporations or joint 
ventures, the trainees are also likely to be a fairly selective group from the general 
Indian population. While arguably more diverse than their U.S. counterparts, they 
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are likely to be in the middle class of Indian society. Thus, there are probably more 
shared (by Indians) values than an outsider might expect. 
Abstraction. Indians have a penchant for obsessing over abstractions. Like 
Greeks debating in their forums, Indians are quite ready to debate most issues, the 
more abstract the better. For example, read this explanation of the importance of 
education and skill development: 
Physical resources will be wasteful if competent manpower 
resource is absent. The relationship between behavioral phenomenon 
and organizational productivity is not yet completely known, but it is 
believed that such factors have a definite impact on total corporate 
operations. 36 
The Myth of Motivation. One·of the values strongly held in the Indian 
human resource development literature is the belief that employees can be motivated 
by teaching loyalty. The absence of a satisfactory economic model and the 
dominant patriarchal style make it likely that talking loyalty will do little to stop the 
outflow of personnel from Indian owned companies to foreign-owned companies. 
~ 
This is in contrast to Japan, where an employee is likely to take a lower payscale 
with a prestigious Japanese company as opposed to a higher pay-scale with a 
prestigious foreign-owned company. The problem here is the belief that the 
" ... strategic choice of a company would be decided by the existing resources and the 
scope for acquiring new resources. This would decide the HRD agenda. "37 Such a 
policy/value precludes internal changes within existing resources, which is just 
another way of describing Indian fatalism. 
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Fatalism. Fatalism is a consequence of an ascriptive society. If one 
believes that nothing changes, nothing will change. When this attitude appears in a 
training program, there is little point in training -- or is that just fatalism? 
Not My Job. In hierarchial societies, instructions flow downward. 
Delegation, a key value in U.S. training, simply doesn't exist in this setting. 
Copeland and Griggs in Goin& International use the example of an Indian supervisor 
working for an American manager in Delhi. The manager asks the supervisor his 
opinion on a problem. The supervisor is unable to respond, because he can't 
imagine why he would be asked such a question. In the supervisor's mind, it is not 
his job to set policies. He sees that as the manager's job. The supervisor's job is to 
pass along orders and instructions. 38 
Surrogate Salvation. In India, as in the U.S., training is often perceived by 
top corporate leadership as the solution for company problems. This has led to the 
introduction of fads and fashions in corporate management. Programs such as total 
quality management, re-engineering and performance management are introduced in 
a rush, inadequately supported, and ultimately trashed for the next fad. An even 
worse alternative is to see such aborted efforts layered one on top of another, as if 
some magic synergy will emerge from the mess. T. V. Rao stated: 
I got the impression that top management was escaping its 
responsibilities by hanging their problems on these 'magic' packages. 
As a result, the employees came to attend irrelevant courses at an 
inappropriate time. "They don't know what they are doing," was the 
reaction from many. 39 
Open Communication. Belief in the value of open communication is a 
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critical U.S. value, a value also supported by Indian HRD advocates. The realities, 
however, are that communication is still largely one-way, with the usual fears being 
expressed -- "He doesn't need this for his job; what if he misuses it? The result is a 
front line indifferent to the needs of the customer, with a 'Pass the Buck' and 'Devil 
may Care' attitude. "40 
means: 
Indiscipline. Indiscipline appears to be an unique Indian-only concept. It 
... disorderliness, insubordination and not following the rules and 
regulations of an organization. The symptoms of indiscipline are 
change in the normal behavior, absenteeism, apathy, go slow at work, 
increase in the number and severity of grievances, persistent and 
continuous demand for overtime allowance, lack of concern for 
performance, etc. 41 
This concept is contrasted with Positive discipline, where employees believe 
in and support the rules. P.S. Rao and V.S. Rao contend that indiscipline is 
primarily caused by irresporisible trade unioris. 
Yet another twist is that under British rule, the term disciplin.e meant 
punishment routinely handed out for lack of immediate performance, lack of 
understanding, etc. Since disciplin.e, in this context, was a constant, there was a 
need for another term to describe intentional misbehavior. Thus, indisciplin.e. 
Paternalism. Paternalism is highly valued by Indians, although frequently 
despaired by Indian HRD experts. Indians place a particular meaning on the 
subject, one that has largely disappeared in the U.S. To an Indian employer, 
Paternalism is the concept that the management must assume a 
fatherly and protective attitude towards employees. . .. (l)t does not 
mean merely providing benefits, but it means meeting various needs 
of the employees as parents meet the requirements of the children38• 
Techniques Expressed or Implied. 
Case studies. Mini case studies appear to abound in the Indian training 
literature. Many of these have the feel of imagination rather than reality. Here, 
for example, is a fairly typical Indian HRD case study, quoted intact. 
"Case 2. Job Specification. 
Mr. Kishore is a Branch Manager of Indian Bank at one of its village 
Branches. His staff included two clerks and an attender. Very often 
Mr. Kishore was left alone in the bank after 5 p.m. to tally accounts, 
day books and complete other formalities. 
On the 30th December Mr. Kishore was working till past 2 a.m. 
tallying the accounts since hardly one day is left for closing the 
accounts for the year. On this fateful night, the Branch Manager was 
attacked by a band of robbers, who looted R.s 5lakhs after brutally 
wounding Mr. Kishore's right hand, which had to be amputated later. 
After his recovery, the Branch Manager applied for compensation. 
The Bank Management was of the opinion that Mr. Kishore violated 
the job specification by working beyond the stipulated hours of work. 
He, in their views, was not entitled to any compensation as the 
accident occurred during non-employment hours. They also called for 
an explanation as to why the amount lost cannot be recovered from 
his salary and provident fund. 
Question: 1. How do you justify the bank's stand in this case? 
Question: 2. What modifications do you suggest in job specification to 
overcome such incidents in the future?"42 
Aside from being a horrifying example of a case study affirming authority 
regardless of circumstances, the values expressed and implied give one even more 
concern. These case studies and games abound, usually including some peculiar 
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circumstance that has little to do with the point. 
Games. The training games Indians play are also very different from the 
games Americans play in corporate training settings. In Indian training literature (at 
least, what I can find) imagining in a group about an abstraction appears to be a 
fairly common situation. For example, Rao describes a game as: 
Divide course participants into three or four groups. Ask each group 
to study carefully the different events in the development of human 
resource management and forecast the future of human resource 
management in India. 43 
In American training terms, this is more a use-up-the-time exercise. Again, the 
focus is on cognitive processes. 
Cognitive Domination. Unlike Japan, where training techniques are 
dominated by rote memorization, Indian techniques appear to be dominated by 
cognitive mind games, such as those illustrated above. 
More Games. Other examples of the training games Indians use are noted 
by Vincent Miller, in The Guidebook for Global Trainers. He illustrates a 
continuum of training techniques arrayed from least interactive to most interactive. 
Virtually all of the Indian cases and games I have seen fall into the least interactive, 
mostly cognitive category. Miller lists some 42 techniques frequently used in 
training. 44 
India 
High 
context 
culture 
59 
61 
76 
72 
26, 61 
48 
77 
40 
56 
11 
TABLE 14 
CROSS CULTURAL MEASURES APPLIED 
TO INDIA & THE UNITED STATES 
Cross Cultural Measures of Comparison I U.S. 
1. High/Low Context (Hall43)High =communication Low 
where most information is already in person. context 
Low=information in the coded, explicit, transmitted part culture 
of the message. 
2. Cultural Variables (Parsons/Trompenaars44•45) 100 
point scale. 
Universalism(high)/Particularism. Rules v. relationships. 
Ascription/ Achievement(high). How status is accorded. 
High =achievement 
Diffuse v. Specific(high). The range of involvement. 
Neutral/Emotional. Range of feelings expressed. 
Collectivism v.Individualism(high). Group v. individual. 
3. Managerial Differences (Hofsteede46) 
Individualism/Collectivism. High=people take care of 
themselves, Low =people act collectively. 
Power Distance. Extent society accepts power in 
organizations is distributed unequally. High score: accept 
inequality. 
Uncertainty Avoidance. Extent that people feel threatened 
by ambiguous situations. High # = high threat. 
Masculinity/Feminism.High =assertiveness, acquisition of 
$ & things. Low =value quality of life, caring. 
4. Toughn~ (Black, Gregersen, Mendenhall47) 
Toughness: difficulty of adjustment. 
Cultural Toughness. Based on a ranked list of countries. 
Dennis' re-construct 
95 
77 
85 
89 
40, 79 
91 
40 
46 
62 
1 
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TABLE14--CONTINUED 
7 
10 
Communication Toughness. Degree to which manager 
must interact in the local culture, 7 points. High= tough 
Job Toughness. Based restraints in exercising decision 
making authority. 10 points. High score = tough 
1 
1 
10 5. Participant Observation (Dennis45) Direct country experience 
Summation 
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For comparative purposes, this section intentionally parallels in structure the 
earlier summation on Japan. India, like Japan, operates in a high context mode. 
Matters of values and techniques in an adult training mode are brought to training, 
and can serve as a help or, more likely, an obstacle to communication and 
understanding. Because Indians are also cognitively fixated, the effort to maintain a 
lecture based cognitive program is very strong -- much stronger, in fact, than the 
Japanese. A special effort will need to be undertaken to break or divert the heavy 
cognitive and rote emphasis that seems to prevail in Indian training. 
The Cultural Variables measures show significant differences between 
Indians and Americans, particularly when you consider that the 100 point scale used 
here seldom goes below 50. Thus, we can conclude that Indians are particularist in 
their viewpoint, while Americans are universalistic. Indians make no pretext at 
achievement, but are still caste oriented (if not controlled), while Americans believe 
[n the concept of achievement as the road to success. On the other hand, Indians 
rre far closer to Americans than to Japanese on issues of diffuseness vs. specific. 
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The variable of Specificity is the strongest similarity among Americans and Indians. 
Again, the cognitive focus is dominant in specificity. 
Collectivism reflects a primary method of operation in India, but not nearly 
so exclusively as in Japan. India is collectively oriented, but that collectivity is acted 
on by economics, which may pull them toward individualism (although probably in a 
family context). The U.S. ranked 40th out of 50 on this variable, India 26 vs. 40. 
But on a related value, with making money and pride added to it, the rankings 
changed for the U.S. to 61 and for India to 79. Again, Managerial Differences 
largely parallel the Cultural Variables measures. Indians are slightly less collective 
than the Japanese, and Americans are very individualistic. Indians, at 77, have a 
very high power-distance, while Americans have a very low power-distance, 
meaning Indians have a great tolerance of inequality. Relative to the U.S. and 
Japanese, Indians have a low need for acquisition of things. 
As noted in the Japanese comparisons, the Toughness scales have not yet 
been sufficiently refined, although they do show extreme differences in difficulty of 
cross-cultural adjustment between Indians and Americans. As in the case of the 
Japanese, there will need to be many training adjustments to the BASIC 
SUPERVISION training program model if it is to be useful in India. Indian 
trainer's dependence on a high level cognitive techniques are probably the major 
obstacle. The next page includes a chart of conflicts in Indian and American 
training-related values and techniques. In the long run, it is my intent to separate 
the values and techniques through use of a quantitative survey analysis. 
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TABLE 15 
CONFLICTS IN TECHNIQUES & VALUES - INDIA & U.S.A. 
SOME EXAMPLES 
Indian Values, Conflict Area U.S. Techniques, 
Techniques Values 
Collective Run-on discussion difficult to control 
discussion 
Indian response generally hierarchial Team development 
Lectures Bores Americans 
Indians tend to see themself in a Individual 
category rather than as individual performance 
performers evaluation 
Cognitive Indians tend to develop very fictitious 
games case studies, probe problem at length 
Work with higher educational levels. Brainstorming 
Neutral, safe. Good potential since Wall boarding 
product collective, unidentified 
Confrontation brings loud complaints, Confront discipline 
resentment, withdrawal. 
Low acceptance of responsibility, 1 minute manager: 
praise seen as false praise all the time 
Role plays often seen as Role plays often 
embarrassing, loss of face unacceptable 
Very individual, could work Round table games 
Not-my-job mentality; Leadership by Developing leaders, 
ascription coaches, mentors 
Neutral, debate possible Self-assessment 
instrument 
Rote learning Horrifying to US, familiar to India 
Horrifying to Indians Confrontive role 
play 
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Summation 
As with the Japanese, Indian and American values and techniques have many 
differences. However, many of these differences are generally not critical. For 
example, roundtables could be used to avoid lengthy cognitive argumentation. 
Games involving limits on the number of words would have a similar impact. 
Wallboarding could be used instead of roleplaying. I organized a wallboarding 
exercise in the University of Gdansk, Poland, Department of Economics (clearly a 
cognitively oriented group). I restricted them to no more than 3 words on a 
wallboarding card. It was a fantastic success. No talking in a large group, just 
putting up cards! The primary training problem involved in transporting the model 
to India seems to be the Indians' need for extensive cognitive activities in a task-
centered training program. Participation is good, but conclusions are slow in 
coming. I believe that can be addressed by application of a few of the suggestions 
made above. 
Comparing Similarities and Differences between Japan, India, and the U.S. 
This comparative study was based on a series of training measures designed 
to identify differences and similarities in training between Japan, India, and the 
United States. Composite measures of training indices used to document differences 
and similarities across cultures are presented in the next table. 
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TABLE 16 
CROSS CULTURAL TRAINING MEASURES: JAPAN-INDIA-US 
Japan India U.S.A 
1. High/Low Context HIGH HIGH LOW 
2. Cultural Variables - 100 point scale 
Universalism (high), Particularism (low) 67 59 95 
Ascription/ Achievement(high) 64 61 77 
Diffuse/Specific(high) 45 76 85 
Neutral/Emotional(high) NA 72 89 
Collectivism/Individualism(high) 24 26 40 
3. Managerial Differences 
Individualism/Collectivism(low) 46 48 91 
Power Distance(high =accept inequality) 54 77 40 
Uncertainty Avoidance (high= threatened) 92 40 46 
Masculinity/Femininity (low = caring, quality 95 56 62 
life) 
4. Toughness 
Cultural Toughness (difficulty of adjustment) 10 11 1 
Communication Toughness (difficulty in 6 7 1 
interactions) 
Job Toughness (difficulty in decision making 10 10 1 
authority) 
5. Participant Observation 
Dennis 10 
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Charting Nec~ry Changes 
A list of areas of values/techniques, conflicts and suggested specific changes 
in the curriculum for BASIC SUPERVISION: JAPAN are presented in Tables 14 
and 15. A similar set for BASIC SUPERVISION: India are presented in Tables 16 
and 17. 
The scope of revision to BASIC SUPERVISION, in both the case of India 
and Japan, were found to be significantly less than anticipated. The major thrust 
appears to be a matter of slowly introducing unusual training techniques or 
new/different values, and then slowly modifying unacceptable techniques or values. 
Minimum necessary change seem to prevail across the three cultures. This is 
primarily because the training related behaviors are amenable to small adjustments 
that allow for maintenance of the program. 
A Conclusion - Usefulness of the Measures 
The five sets of measures used do seem to help to define country and 
managerial characteristics but are not yet fully adequate with respect to the task of 
defining/identifying necessary changes in training programs. Instead, they appear to 
build a base and they can be used to identify potential problems. From this point of 
view, intuitive judgements along with participant observations are the major methods 
used to spell out necessary change. These have to be more effectively developed . 
Problems with Approximating Reality 
The model I have used is a surrogate or stand-in for American corporate 
training programs. There are many such programs. This is often a major issue in 
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comparative analyses. The Hofstede and Trompenaars data sets provide some 
empirical validity. The measures used to define country characteristics and training 
characteristics are a beginning in a process of analysis. The long-range intent is to 
reduce the number of measures and refine the remainder to more accurately deal 
with training as such. The next two chapters show how even a set of 
operationalized scales can add significant information to the process of comparison. 
In the future, the intent is to subject part of the process to some systematic field 
testing. 
Bias and Values 
The bias throughout this comparative study is, of course, American. The 
primary element of comparison is how corporate training is developed and delivered 
in Japan, India, and the U.S., with the U.S. being represented by a surrogate model, 
allowing comparison to the American standard. The implication could be read by 
some as the American model being the right model. That is not my intent. Had a 
curriculum model been developed in India or Japan, it could be compared in a 
similar fashion to the U.S. The model is intended to provide a cultural base, with 
an effort to adapt training through adjustment of techniques and values. 
Presumably, the process would be fairly similar no matter where or in what nation-
state the corporation started the process. 
Conclusion. 
India and Japan are vastly different than the United States and each other. 
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The notion that the Far East is an entity, or that Asian collectivity defines the Far 
East is not supported by the findings of this study. Collectivity is a strong 
characteristic in Asia, but its dimensions vary so significantly that the U.S. and 
India are aligned with one variable, the U.S. and Japan with another variable, Japan 
and India with another, but all three are seldom close to each other at the same time. 
Using only one measure could change one's view on that issue, but when we 
apply all five sets of measures, it is very clear: there are many differences, and 
there are many similarities. On the one-hand, the number of changes suggested for 
the curriculum in India is less than for the curriculum in Japan. However, the 
difficulty in altering a style of discourse and management as entrenched in India may 
be much more difficult than in Japan. Partly, this might have a lot to do with where 
the training will be delivered in India. In large metropolitan cities, there is already 
a degree of acceptance of English and American ways. The likelihood of using 
English as the common language is probable, since our focus is on supervisors and 
managers. In the April, 1995 issue of Training and Development, Adair Linn 
Nagata said that when training Japanese in English, stress the following: " ... require 
and reinforce active participation; show and tell at the same time; encourage student 
feedback; create a supportive atmosphere. "46 Those techniques are largely 
encompassed in BASIC SUPERVISION. 
While Japan is arguably more western than India, it also has a far stronger 
cultural context than India, largely because many of the regions in India are so 
culturally diverse. Yet Japan has a much smaller power distance factor, thus 
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bringing it closer to the U.S. Training changes in Japan concern the problem of a 
lack of openness, individual achievement, and cultural modesty, coupled with 
Bushido values relating to a sense of cultural superiority. 
The changes suggested by the results of this study meet the standard of 
minimum necessary change in the curriculum. We can progressively develop these 
indices to improve and refine this process, slowly approximating reality. The need 
for this work is critical. As noted in the Chica~o Sun Times, April 16, 1995, 
Operating Overseas: " ... cultural ignorance can spoil sales pitch. "47 It can also 
destroy trainers and managers, as I suggested in the same article: 
Before U.S. companies send a piece of equipment overseas, they will 
spend months making sure it works perfectly. When they send an 
executive abroad, he's given two days to learn all about the country, 
yet his actions could have a much more lasting impact on the 
company's bottom line. 48 
Using Comparative Techniques for Short-term As.signments 
Comparative analysis can bring out a great deal of information that can be 
used by trainers to prepare people for overseas assignments. Within the context of 
short-term assignments, a pool of data based on comparative research can provide an 
employee with a level of familiarity not often provided by typical corporate 
briefings. Developing that data base for the many countries involved in global 
operations is useful but quite prohibitive in terms of cost. 
I propose, as an alternative, three levels of globalization training programs. 
Reaching Cor the Global Viewpoint/ Attitude: A Model for Globalization 
Training 
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If an organix.ation intends to operate in a global setting, it will need to 
transform itself into a global entity -- it does not just happen. Using minimum 
necessary change is a critical element toward that objective. This key principle 
avoids creating a totally disruptive change (such as forcing a very American training 
program on a foreign subsidiary), but does seek to maintain as much of the 
corporate culture/intent as possible. Addressing the local context heightens 
corporate sensitivity to needed changes in the program, but does not encourage 
wholesale going native trends, since that violates minimum necessary change. A 
level of cultural toughness is involved, for example, in presenting policy on sensitive 
subjects (such as sexual harassment, equality of opportunity, gender equality, and 
fairness) without devaluing their importance to the corporation due to local 
practices. Seeking a standard of globalix.ation training for all employees of the 
corporation, a three-level process, would meet minimum levels of sufficiency. The 
levels are intended to provide useful training for appropriate training cohorts. There 
is a potential for a far greater differentiation in training programs (for example, 
executives, attorneys, accountants, etc.). This three-level stage is a beginning 
description of how such a program would be defined. 
Level 1: This group includes executives, managers, accountants, technicians who 
travel, or those who assign others to travel on short-term international assignments. 
The objectives for this training program are that, as a result of training, the 
participants will be able to: 
Objective 1: Understand appropriate responses to a variety of cross cultural 
communication and negotiating styles; 
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Objective 2: Demonstrate the use of cross-cultural communication skills in a series 
of critical incident situations; 
Objective 3: Adapt to a foreign work setting by engaging in critical incident 
training situations common in business practices in the assigned 
country(ies); 
Objective 4: Understand the causes of premature expatriate returns and the steps 
necessary to avoid such problems; 
Objective 5: Demonstrate appropriate responses to foreign operations, associates, 
and partners within the context of a number of cultures; 
Objective 6: Thoroughly understand the problems faced by executives, expatriates 
and others operating outside their home country; 
Objective 7: Understand the need to provide globalization training for the entire 
organization. 
Level 2: 
This group includes staff with direct communication links to overseas 
personnel, including subsidiaries, remote locations, partners, joint ventures, clients, 
etc. The objectives for this training program are that, as a result of training, the 
participants will be able to: 
Objective 1: Understand appropriate responses to a variety of cross cultural 
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communication and negotiating styles; 
Objective 2: Demonstrate the use of cross-cultural communication skills in a series 
of critical incident situations; 
Objective 3: Adapt to a foreign work setting by engaging in critical incident 
training situations common in business practices in the assigned 
country(ies); 
Objective 4: Adapt a conversational style suitable to the local culture so that you 
can operate in the most effective manner; 
Objective 5: Effectively reduce your performance expectations and be prepared for 
things not moving as they do at home; 
Objective 6: The expatriate will be able to demonstrate adaptation to the new work 
setting by engaging in critical incident training on situations common 
in business practices in the assigned country; 
Objective 7: Recognize the advantages and dangers of using communication tools 
when communicating to people of different cultures. 
Level 3: 
This group includes staff who receive, process and deliver incoming and 
outgoing communications to or from overseas locations/clients. The objectives for 
this training program are that, as a result of training, the participants will be able to: 
Objective 1: Develop a communication style that is receptive and understanding; 
Objective 2: Demonstrate the use of cross-cultural communication skills in a series 
of critical incident situations involving communications processes; 
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Objective 3: Learn to avoid judgmental conclusions and instead see your role as a 
conduit of information; 
Objective 4: Learn the communication styles of your major foreign clients so that 
you can recognize the change in style that establishes urgency, 
concern, anger, etc. 
The core purpose of the training is to reach for the global mindset. You 
cannot Go Global successfully without it. The proposed training formats based on 
these objectives are presented in Tables 17-19. 
TABLE 17 
TWO DAY GLOBALIZATION TRAINING PROGRAM FOR EXECUTIVES, 
MANAGERS, ACCOUNTANTS, TECHNICIANS 
WHO TRAVEL, OR THOSE WHO ASSIGN OTHERS 
TO TRAVEL ON SHORT-TERM 
DAY ONE SCHEDULE 
Est. Subject Activity Purpose 
Time 
8:30 Introductions, Overview of program Video-Going Global: Set purpose; 
Globalization of our workforce Take this job ... illustrate 
relocation 
problems. 
9:30 Discussion: the global organiz.ation Exercise: The global Compare purposes 
Competitiveness and understanding. marker, the global of entry, method. 
What are the issues, why must we entry decision. Increase 
have a global awareness? awareness. 
10:30 Break 
10:40 Just like us. The only thing that Video: Going Demonstrates 
separates us is our common language. International, the false aspects of 
Accountant. Language our assumptions. 
differences. 
11:30 Culture clashes: diversity at home Critical incidents Illustrate 
and diversity in the world. demonstration, misinterpretations. 
discussion. 
12:30 Lunch 
1:15 Negotiating styles and conflicts. Video: Cultural Need for time 
Discuss styles. clashes: Japan. Just say no? 
2:15 Thinking Japanese: cultural Assimilator self test, Taking a different 
assimilation. discussion. point of view. 
3:00 Break 
3:15 Supporting Your Expatriates. Video: Going Global, Cultural 
Fairness. interpretation. 
4:00 Wrap-up for the day; discuss Discussion. Distribute Set agenda. 
tomorrow's program. reading material. 
DAY TWO CONTINUED NEXT PAGE 
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TABLE17--CONTJNUED 
DAY TWO SCHEDULE 
Est. Subject Activity Purpose 
Time 
8:30 Review. Recap previous day, Flexibility in 
overview of this day. schedule, topics. 
9:00 Preparation: how do we prepare Video: Fairness, Increase awareness 
ourselves, our international nepotism. Small group of expatriate 
representatives? Video excerpts (the discussion. problems. 
global market, the first assignment) 
and small group discussion. 
9:45 The expatriate pool concept. Utility v. reality. Getting started. 
10:15 Break 
10:30 Predictors of expatriate adjustment. Study of 5 major Looking at some 
corporations. hard data. 
11:30 Repatriation. Video, discussion. Major loss of 
expertise. 
12:15 Lunch 
1:00 Establishing objectives to increase Wallboarding exercise. Identifies significant 
global awareness. issues and problems. 
2:00 Turning problems into potential Small group activity, Identify's potential 
solutions. followed by consensus solutions. 
building. 
2:45 Dealing with global clients/custom-
ers/joint ventures. Traps and pit-
falls. 
3:45 Review, sum-up, evaluation. Identification of Wallboard, critique, 
learnings. questionnaire. 
4:30 Review, discuss tomorrow. Give Set learning. Prepare for second 
assignment: problem solving. day. 
TABLE 18 
A ONE AND ONE-HALF DAY GLOBALIZATION TRAINING PROGRAM 
FOR STAFF WITH DIRECT COMMUNICATION LINKS TO OVERSEAS 
PERSONNEL, INCLUDING SUBSIDIARIES, REMOTE LOCATIONS, 
PARTNERS, JOINT VENTURES, CLIENTS, ETC. 
DAY ONE SCHEDULE 
Est. Subject Activity Purpose 
Time 
8:30 Introductions, Overview of Video-Going Global: Set purpose; 
program. Take this job ... illustrate relocation 
Globaliz.ation of our workforce. problems. 
9:30 Discussion: the global Exercise: The global Compare purposes 
organization. Competitiveness and marker, the global of entry, method. 
understanding. What are the issues, entry decision. Increase awareness. 
why must we have a global aware-
ness? 
10:30 Break 
10:40 Just like us. The only thing that Video-Going Demonstrates false 
separates us is our common International, the aspects of our 
language. Accountant. Language assumptions. 
differences. 
11:30 Culture clashes: diversity at home Critical incidents Illustrate 
and diversity in the world. demonstration, misinterpretations. 
discussion. 
12:30 Lunch 
1:15 Negotiating styles and conflicts. Video: Cultural Need for time. 
Discuss styles. clashes: Japan. Just say no? 
2:15 Practicing negotiations. Simulate 2-3 different Emphasize 
styles, situations. differences. 
3:15 Break 
3:30 Thinking Japanese: cultural Assimilator self test, Taking a different 
assimilation. discussion. point of view. 
4:15 Supporting Your Expatriates. Video: Going Global, Cultural 
Fairness. interpretation. 
5:00 Wrap-up for the day; discuss Discussion. Distribute Set agenda 
tomorrow's program. reading material. 
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TABLE 18 - CONTINUED 
DAY TWO SCHEDULE 
Est. Subject Activity Purpose 
Time 
8:30 Review. Recap previous day, Flexibility in 
overview of this day. schedule, topics. 
9:00 Preparation. How do we prepare Video: Fairness, Increase awareness 
ourselves, our international nepotism. Small group of expatriate 
representatives? Video excerpts (the discussion. problems. 
global market, the first assignment) and 
small group discussion. 
9:45 The expatriate pool concept. Utility v. reality. Getting started. 
10:15 Break 
10:30 Predictors of expatriate adjustment. Study of 5 major Looking at some 
corporations. hard data. 
10:50 Dealing with global clients/custom- Common Focus on adjustment. 
ers/joint ventures. Traps and pitfalls. communication 
misunderstandings. 
11:30 Repatriation. Video, discussion. Major loss of 
expertise. 
12:00 Summation, evaluation, closure. Set learning, evaluate. Closure. 
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TABLE 19 
A ONE DAY GLOBALIZATION TRAINING PROGRAM FOR STAFF WHO 
RECEIVE, PROCESS AND DELIVER INCOMING AND OUTGOING 
COMMUNICATIONS TO OR FROM OVERSEAS LOCATIONS/CLIENTS 
SCHEDULE 
Time Subject Activity Purpose 
8:30 Introductions, Overview of program. Video-Going Global: Set purpose; 
Globaliz.ation of our workforce. Take this job ... illustrate relocation 
problems. 
9:30 Discussion: the global organiz.ation. Exercise: The global Compare purposes 
Competitiveness and understanding. marker, the global of entry, method. 
What are the issues, why must we entry decision. Increase awareness. 
have a global awareness? 
10:00 Break 
10:15 Just like us. The only thing that Video-Going Demonstrates false 
separates us is our common International, the aspects of our 
language. Accountant. Language assumptions. 
differences. 
11:00 Culture clashes: diversity at home Critical incidents Illustrate 
and diversity in the world. demonstration, cultural misinterpretations, 
diversity. U.S. & global. 
12:00 Lunch 
1:00 Dealing with global clients/custom- Focus on forms of Sensitivity to style of 
ers/joint ventures. Traps and pitfalls. communication. communication. 
1:15 Negotiating styles and conflicts. Video: Cultural Need for time 
Discuss styles. clashes: Japan. Just say no? 
2:15 Practicing handling the tough ones. Simulate 2-3 different Emphasire 
styles, situations. differences. 
3:15 Break 
3:30 Thinking Japanese: cultural Assimilator self test, Taking a different 
assimilation. discussion. point of view. 
4:00 Supporting Your Clients. Exercise: What are Cultural 
they really saying? interpretation. 
4:45 Summation, evaluation, closure. Fix learning, evaluate. Closure. 
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It is obvious that the structure of the three globalization training programs is 
ely interrelated. At the same time, there is a shifting of emphasis according to 
needs of the cohort involved. It will, of course, be difficult to convince the top 
:l group to stick with a two-day program. The buy-in from the top, however, is 
itical matter. Globalization training (often also called global awareness training) 
rimarily a consciousness raising process. 
As one of our more learned scholars (Stephen J. Kobrin) puts it, 
Unless one believes that geocentrism develops inherently as a 
function of global geographic scope, that still leaves unanswered the 
question of how an organization develops a geocentric mind-set. ... I 
hypothesize that the need to transmit knowledge and information 
through the global network may lead, through increased personal 
interaction, to organizational geocentrism in terms of attitudes and 
IHRM policies. 
One can, perhaps, go further and argue that a global strategy 
and global competition not only require a geocentric attitude, but that 
once one moves beyond scale-driven transnational interaction, they are 
mental constructs. 49 
It is easy enough to see that globalization training can be made accessible to 
tually any group in a corporation. If one listens to the complaints of people 
irking in foreign subsidiaries, you would quickly understand how much damage is 
ng done by unprepared corporate visitors from the home office. They often 
ive unannounced, and assume the role of the center of attention. This lack of 
tural sensitivity hardly goes unnoticed. The natural reaction of the locals is to 
rer-up everything until the visitors leave. That is a poor way to run a business, 
: is all to commonly the way things happen. The introduction of globalization 
[ning could be used to alter that practice. 
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Defined Term 
Globalization training is an effort to create a mindset that will enhance 
understanding across cultural, language and communication barriers and improve the 
working environment and productivity. 
Conclusion 
This chapter dealt with training the corporate workforce in a global 
environment. It stressed the need for increased inter-cultural skills to work more 
effectively in such an environment. The chapter also dealt with a number of ways 
we can assess, compare and measure cultural patterns and traits. The continued 
interrelationships of the framework of this dissertation (context, cultural toughness, 
minimum necessary change) continue as the basic tools of analysis in developing a 
globalization program for the corporate organization. 
The next chapter will move on to the pressing problems of expatriate 
managers and their families, thus tying together transporting cross-cultural 
knowledge and the expatriation of people. The question of cultural toughness 
becomes paramount in the expatriation process. 
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CHAPTER 6 
TRAINING OUR OWN, PART TWO: 
EXPATRIATE ADJUSTMENT TRAINING 
Identifying Who Needs this Training, Why and How Much? 
We have seen the dimensions of globalization training in the previous 
chapter. Although it has a wide impact, it is not nearly as difficult to train people 
for a global viewpoint as it is to prepare an expatriate and his/her family for a long-
term overseas assignment. These assignments are inherently tough. It is the 
toughness of assignment that makes things difficult. This includes toughness of the 
culture, toughness of communication, and toughness of the job. To restate Black, 
Gregersen and Mendenhall, 
Simply put, the idea of cultural toughness is that some cultures are 
more difficult to adjust to than others. 1 
It is the expatriate manager, far more than any other global player, who faces 
toughness in assignment. He or she is the key player in the search for effective 
global training. It is the persona of the expatriate manager that has been of major 
concern to corporations and academic research in this area. The corporations are 
concerned with the high costs involved, and particularly the cost of failure. 
Academic researchers are concerned with the motivation, reasons for 
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failure, unrealistic expectations, and frequently unhappy conclusions of 
assignments. This Good American Manager, sent overseas to a strange and new 
place, is somehow seen as the key person who will develop, maintain, and conquer 
all of the problems that plague the global market place. 
More than any other player on the global business scene, the expatriate 
manager stands out as the critical person who must receive training before, during 
and after his/her assignment. When the expatriate manager fails and goes home, 
things stop. People wait for the new manager. Training stops. Production is often 
impaired. Thousands of dollars are spent on bringing in a new expatriate manager. 
The expatriate global sojourner is the focus of attention in this chapter. The 
primary focus in this chapter is on devising forms of training that might address 
some of the problems of placing U.S. managers on overseas assignments. Managers 
as defined earlier in this work and used here are persons assigned by their 
organization (usually corporate, but also including non-governmental organizations 
[NGO's] development) who will have responsibility for planning, directing, 
controlling, delegating, and leading a workforce. In a larger sense, the training 
could include technicians, engineers, teachers, trainers and others going on an 
overseas assignment, but not necessarily including a full array of management 
responsibilities. The perspective taken in this chapter is primarily American, 
although the problems of concern appear to impact other cultures in similar ways. 
In that sense, sending people off to strange places probably has similar impacts, 
spreading along a continuum of different degrees of seriousness. Unfortunately, 
comparative data related to this phenomena is globally sparse, and the bulk of 
available literature is from the American/North American point of view. That is, 
the subject of concern here is looking at American managers and American 
corporations2 who assign managers to locations outside the United States. 
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The term overseas assignments was defined in earlier chapters to mean any 
assignment to work outside the United States and its territories. Since the focus is 
on managers, there is an implied length of assignment. One does not send a 
manager on a one-week stint, as opposed to the common two-day to two-week 
foreign assignments of lawyers, accountants, trouble shooter technicians, and 
corporate executives. For managers, an overseas assignment is usually no less than 
two-to-three years, and traditionally involves including the expatriate family in the 
SOJOUrn. 
The term expatriate has come to be a generic descriptor applied to those who 
travel to another place and stay there for awhile (as described in Chapter 5). In the 
global business setting, the expatriate manager personifies the image of the global 
sojourner. These expatriate sojourner managers are the subject of intense scrutiny. 
This is largely because first, they are expensive to put in place, and second, they 
have a reputedly high rate of failure in fulfilling their overseas assignment. 
Who Fails and What is the Problem? 
American expatriate managers assigned overseas are reputed to have a very 
high failure rate. Many mangers do not typically complete their two to three years 
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overseas assignments. 3 As noted in Chapter 5, Linda Stroh and Arno Haslberger 
assert that: 11 Comparative studies note that both Europeans and Japanese are more 
likely to complete an overseas assignment and also at least appear to be more 
effective in doing so than their U.S. counterparts ... 11 Failed or incomplete 
assignments abound. 
Success or Failure? 
In many cases, the reassignment was intended to pull the expatriate out of a 
failing assignment. Should this change be counted as a failure or an incomplete 
assignment? Most human resource managers are uncomfortable with that idea, and 
thus the term failure, although often an accurate description of what has happened, 
is largely viewed as being politically incorrect in corporate America. 
Quantitative records do not appear to be kept in this area, particularly when a 
manager is reassigned. Thus, the literature uses the term incomplete assignment, 
positing that, since the assignment was for X number of years and the manager left 
the assignment for whatever reason, it is an incomplete assignment. Those who 
work in the field of managing expatriates have come to accept this as the main 
definition. While it seems too inclusive, reality reveals that organizations may still 
be underestimating the problem. Cover-ups of failures, after-all, often make 
realpolitik sense in corporate hierarchies. 
Nancy Adler has extensively discussed the difficulties involved with 
expatriate adjustment, pointing out the failure rate and the need for early selection 
and preparation. 4 Dennis and Stroh in their video Going Global: The Expatriate 
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Experience5 estimate that the incomplete assignment range is more probably fifteen 
to twenty-five percent. Black and Mendenhall, in their seminal article on a 
theoretical framework for research in cross-cultural effectiveness state that, after 
having looked at a wide variety of data, they have concluded that the incomplete 
assignment rate is between 16 and 49 % . 6 In any event, the issue is not so much 
how many failures as it is the cost of failures. 
The Cost of Failure 
Dennis and Stroh in the Going Global video7 use a base figure of $150,000 
as the minimum cost for putting an expatriate manager in place in a foreign country. 
With a family, the figure probably shoots up to $250,000. 
If you must replace this person, you have significantly increased your costs 
(the initial cost, early return, and the replacement cost). For example, assume the 
initial assignment costs about $150,000 per year for three years, or a projected total 
cost of $450,000. Assume the assignment is aborted at the end of one year. You 
have to bring the expatriate family back, so you probably have lost the both the 
initial $150,000 plus another $75,000 to settle things. You then bring another 
family over for two years, at a cost of $300,000. That means your $450,000 budget 
jumped to $525,000. That amounts to 17% over budget, using conservative 
estimates. With estimates established from 1979 to the 1990's, it is clear that 
there's a great deal of money involved here. Black and Mendenhall, 8 Copeland and 
Griggs9 estimate the wastage in expatriate assignment failure is in the billions. 
With billions involved, the issue appears to be a matter of placing priority on 
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selection of candidates for expatriate assignments and preparation and training of 
those candidates. Big companies with extensive career development programs often 
do spend a good deal of time on selection. However, most companies are not big 
companies, and even many big companies do not maintain employee data such as 
language skills, multi- or cross-cultural experiences, flexibility, problem solving 
skills, and so on. In informal conversations I have had with American managers, 
the selection issue often involves not to who is the best person to send, but, instead, 
the rather horrifying who can we afford to lose? Interestingly, according to Kevin 
Crowell of the Japan Group, Inc., a consulting organization assisting in 
U.S./Japanese trade, Japanese-based businesses use an almost identical de-selection 
or selecting-out process. 10 
That direct experience is in contrast to the earlier statements by Haslberger 
and Stroh with regard to the Japanese and European expatriates being more 
successful, i.e., completing assignments. My own experience in this area with 
regard to Japanese expatriate managers conforms with Crowell' s. Japanese 
managers do stay the course, but that is largely because staying the course is 
virtually a cultural imperative to Japanese. Even in case of great personal adversity 
and even apparent failure in managing, I have seen Japanese managers stay on 
assignment rather than return home. Obviously, the American standard of staying 
vs. leaving does not mean they are necessarily successful in carrying out the tasks of 
the assignment. Americans, on the other hand, are more likely to abandon the 
assignment to save the family. That is an American interpretation of the value 
264 
involved. The Japanese manager would no doubt see "staying the course" as saving 
the family. 
Who Needs Training? 
The assumption of The Good American Manager, discussed in Chapter 5, is 
based on American ethnocentrist beliefs (Americans are smarter, superior, more 
clever, etc.). This misplaced sense of cultural/technological superiority is probably 
the center of the problem. We tend to believe our way is best. That is the bias of 
the Good American Manager, and the source, most likely, of the ultimate 15%-50% 
failure rate. 
Another impact is the assumption that if there is to be training, it should be 
focused on the expatriate manager. That is a horrible mis-assumption. In most 
expatriate assignments, there is also a spouse and children. Most often, they get 
little or no training for their new assignment. 11 
Dennis and Stroh, in their case study of expatriate adjustment, Take This Job 
And ... , 12 lay out the critical importance of expatriate whole-family training and 
preparation by showing what can happen when selection, preparation and training 
are not provided. If the family has any weak spots, if the marriage is a bit shaky, if 
any of the children have had adjustment problems, things are likely to only get 
worse. Slow but steady family disintegration is the rule in expatriate assignments. 
The problem is considerably more than assigning a manager to an expatriate 
assignment. It is also a problem of selection, of planning, of family, and of training 
(and that's only for starters). In the case of expatriate manager assignments, each 
and every expatriate manager should have training, along with training for their 
spouse and children. 
The Conditions. 
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Another perspective that is often overlooked is the nature of the place to 
which the expatriate manager is assigned. Organization Resources Counselor's 
(ORC), a world-wide organization that assists corporations in determining expatriate 
compensation packages, bases its recommendations on a number of factors. Key 
among these are living conditions. In a sense, living conditions have always been 
part-and-parcel of the elan of a foreign assignment. The romance of places such as 
Khartoum, Addis Ababa, Romania, Calcutta, Volgograd, Dar es Salaam, Gdansk, or 
Astrakhan are inextricably bound up with place, culture, and conditions. 
From what is described in this dissertation, romance has little to do with it. 
Sending people to tough assignments must be a process of careful selection and 
looking for participants who have a wide variety of skills and traits that might 
predict a level of success. The overall framework for this dissertation research 
project is context (the place, setting, general conditions), cultural toughness involved 
(the degree of change, the differences between cultures, the changes in lifestyle and 
workstyle), and whether changes can be made within the goal of minimum necessary 
change. The latter issues (minimum necessary change) are involved in training and 
transporting training programs to other cultures. As we move through the training 
of expatriate managers the focus moves more and more to toughness and minimum 
necessary change. 
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That romantic view works well for the tourist, but not when it involves 
moving your family to a strange location for a period of 3, 4. or 5 years! The 
foreign services of the world and the businesses of the world have learned that 
romance doesn't cut it, but money might. In almost all expatriate assignments, there 
are extra allowances to adjust for cost of living, climate, job hazards, and so on. It 
is nearly impossible to eliminate such problems, so corporations (and the diplomatic 
services) have devised a series of financial incentives that purport to compensate for 
such problems. 
Thus came the living conditions allowances. These are defined by ORC in 
Table 20. 
TABLE 20 
ORGANIZATION RESOURCE COUNSELORS, INC., 
INTERNATIONAL ASSIGNMENT ALLOWANCES AND 
INCENTIVES -- LIVING CONDIDONS 
Additional allowance based on assessment of location 0-40 % 
against series of hardship factors and on competitive 
practice. 
FACTORS: 
1. Isolation and travel 
2. Sanitation and disease 
3. Climate 
4. Medical and hospital facilities 
5. Political violence and restrictions 
6. Inadequate facilities - i.e., housing, schools, 
community services 
7. Crime and physical security 
8. Availability of goods and services 
FACTOR RATINGS: 
Problematic 
Extreme 
12.5% 5%13 
The list of factors in itself is enough to cause concern. Examples of how 
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they work have an even greater impact. The following four Tables (Tables 23-26) 
were developed by ORC for its clients and used here as examples. The four cities 
are neither the best nor the worst cases, although they certainly capture a range of 
experiences. As you will see, the concerns of expatriates and their families would 
be deeply engaged if assigned to any of these four countries (selected in no 
particular order). The percentage column reflects the extra compensation factors to 
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be added because of the specified adverse conditions (a form of cultural toughness of 
assignment. 
TABLE 21 
MEXICO CITY, Mexico (7.5%) 
I Isolation and travel 2.5% 
• Roads are improving because of new expensive tollway's 
but service stations are scarce 
• Cars are restricted and should be off the road one day a 
week 
II Sanitation and diseases 2.5% 
• Digestive problems due to impure water 
• Unpasteurized milk and inadequately cleaned fruits and 
vegetables 
• Diarrhea, malaria, cholera 
ill Climate/pollution 2.5% 
• Smog 
• Altitude provides one-third less oxygen for adequate fuel 
consumption (compared to sea level) resulting in high 
pollution 
• Air filters are recommended 14 
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TABLE 22 
WARSAW, POLAND (10%) 
I Climate/pollution 2.5% 
• Garbage collection is sporadic 
• Air pollution due to traffic and industrial concentration in 
the cities 
• Poor air quality during winter 
• Locally sold milk may be unsafe for drinking 
II Medical/Hospital facilities 2.5% 
• Medical facilities and phramaceutical's are not readily 
available 
• Travelers encouraged to bring ample supply of 
prescriptions and over-the-counter medications, and extra 
eyeglasses 
• Those needing major medical procedures have to leave 
the country for access to medical service 
• Check-ups and dental procedures performed at home 
III Crime and physical security 2.5% 
• Prevalence of economic crime (not so much violent 
crime) 
• Petty crimes like pickpocketing, foreigners need to be 
low-keyed, don't flaunt money, valuables 
• Mid 94 U.S.State Dept. issued Travelers Advisory 
IV Availability of ~oods and services 2.5% 
• Because of a lack of adequate goods and services . 
expatriates are forced to make shopping trips to Germany 
and/or defer until home leave 15 
I 
II 
TABLE 23 
ATHENS, GREECE (2.5%) 
Sanitation and disease 
• Drinking water unsafe (most foreigners drink bottled water) 
• Center for Disease Control (CDC hereafter) warns of tick-
bome encephalitis (Lime disease) 
• Childhood diseases are prevalent; measles, rubella, 
diphtheria, tetanus, pertussis & polio 
Climate 
• Smog/air pollution (air pollution is such a problem that 
driving is limited to even and odd days 
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2.5% 
2.5% 
16 
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TABLE 24 
CAIRO, EGYPT (15%) 
I Isolation and travel 2.5% 
• World's worst traffic 
• Roads are badly rutted, full of potholes 
• Road rules/regulations ignored 
II Sanitation and disease 2.5% 
• Cities are dirty: infrequent garbage collection, dust and 
littering common, congested traffic, emission and smog 
• Do not drink water 
• Disinfect fruits and vegetables 
• Typhoid, bilharzia, fungal infections, hepatitis, 
tuberculosis 
III Climate/pollution 2.5% 
• Hot summers and cold winter (homes are rarely heated) 
• Pollution/ smog 
IV Medical and hospital facilities 2.5% 
• Not up to western standards 
• Evacuation is necessary if one is seriously ill 
v Political violence and restriction 2.5% 
• Terrorism began in 1993 - bombing attacks on tourists 
are major concern of the government 
• Restrictions outside of Cairo for foreigners, i.e., driving 
• U.S. State Dept. issued travel advisory 
• Extremist groups trying to overthrow the government, 
continue staging violent attacks against Egyptian peace 
security, officials, Christians, Muslims 
VI Crime and physical security 2.5% 
• Petty economic crimes prevalent (i.e., pickpockets 
common) 17 
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These few examples illustrate why many corporate managers do not 
particularly want to become expatriate corporate managers. By the way, Lagos, 
Nigeria was found to be the worst case (requiring an additional compensation factor 
of 27.5% of the base rate) followed by Karachi, Pakistan (requiring an additional 
compensation factor of 22.5% of the base rate). Since the corporation can do little 
to change the nature of the city involved, it opts instead to provide additional 
compensation to the expatriate manager. Thus, a 25.5% rating in Karachi means an 
additional compensation allowance of 25.5% of base pay. 
The question is, how tough is tough? In the case of Karachi and Lagos, the 
typical American expatriate manager would likely find it far too tough. Most 
housing, schools, and quality of life would not meet American standards, regardless 
of compensation. For most, bringing a family into the environment would be a high 
risk venture. 
ORC has also done major work in the field of total compensation packages 
for expatriate managers. Their comprehensive ORC International Incentive 
Allowance Survey (June. 1995)18 is one of the most comprehensive studies carried 
out in this area. Sixteen American Fortune 500 companies participated, along with 
twelve multinational European companies. The results clearly show the wide range 
of incentives provided. They also show interesting differences between American 
and European practices. As Roger Herod and Martin Foxwell of ORC Chicago put 
it in their analysis: 
The survey clearly demonstrates the wide range of practice in 
specific locations. For assignments to Japan, for example, U.S. 
multinationals surveyed provided annual allowances ranging from 0-
15 % , with a mean of 10%. European multinationals surveyed 
provided annual allowances ranging from 0-30%, with a mean of 
22%.19 
The differences between American and European allowances are very real. 
However, focusing on that subject masks the real issues: the enormous amount of 
273 
money and resources that are being poured into expatriate assignments. If this much 
is to be invested and risked, it only makes sense that there should be a series of 
activities which will help to assure success: central among these must be training. 
The Role of Training. 
To a very great extent, all of the problems thus far addressed end up 
focusing on how one can assure expatriate adjustment. That is the task most 
corporations assign to their trainers of expatriates (i.e., get these people over there 
with enough skills to successfully complete their assignment). Since most 
corporations rely on outside training providers for these needs, the training providers 
are not likely to give a direct response to what is an inappropriate charge. If 
managers are selected poorly, if corporations do not value language experience, if 
corporations do not allow more than one-two weeks of preparatory training (typical), 
how can one assure that managers succeed? It cannot be done! Training will 
probably never be able to substitute or correct inadequate selection, existing family 
problems, or limited training time, to mention only a few areas. 
There is a need to make particularly clear the specific things that can be 
accomplished and identify them by tasks and the amount of time needed to 
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accomplish them. The variety of training involved is extensive. Rahim (1983) 
claimed that a careful selection and development process helps assure completed 
assignments. He also stressed that the training of expatriate managers should be 
required and should include predeparture training, cross-cultural training while 
overseas, and adjustment training upon return from the overseas assignment. 20 
In addition, it is important to convey the fact that one shoe will not fit all. 
Typically, a corporation sets a fixed length of time for any type of expatriate 
training, regardless of the country assignment. Intuitively, people understand that 
some places are harder to deal with than others. This is also as true of cultures as 
places. Black, Gregersen, and Mendenhall have described this as cultural 
toughness. As they succinctly state it: 
Simply put, the idea of cultural toughness is that some cultures 
are more difficult to adjust to than others. The underlying values that 
determine the way business is done are more different from American 
norms in some countries than in others. 21 
It follows, therefore, that it might take more work and effort to adjust to the 
cultures that are perceived as culturally tough. American norms are by no means 
the only areas impacted. Each culture will have some impact when their managers 
are sent to foreign assignments. Black, Gregersen and Mendenhall, having surveyed 
the research literature, conclude, in order of toughness, how those regions rank 
(1 =very tough, 7=easy): 
1. Africa 
2. Middle East 
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3. Far East 
4. South America 
5. Eastern Europe \Russia 
6. Western Europe\Scandinavia 
7. Australia\New Zealand22 
The problem with such a listing is its gross lumping of a multitude of 
cultures into dead European-constructed subdivisions. This is similar to the old 
U.S. State Department classifications of adverse assignments, which led to the 
foreign service allowances concept. However, the State department found it was 
much more accurate to break things down a bit (i.e., such as the Association South 
East Asian Nations [ASEAN], sub-continents, smaller regional clusters, and even 
individual nations) particularly when it leads to compensatory rewards based on 
concepts such as cultural toughness. 
Expatriates and business managers would likely have a significantly refined 
list. Based on my own experiences, I would be a great deal more selective. Thus, 
the Dennis list contrasted with the Black et al list appears in Table 25. 
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TABLE 25 
CULTURAL TOUGHNESS -- A PERSONAL REFINEMENT 
Dennis' Gross Dennis' Exceptions Black et al Gross 
Categories Categories 
1. South, West Central 1. Africa 
& East Africa 
2. Middle East, India, 2. The Stans Turkmenistan, 2. Middle East 
Pakistan etc.) 
3. China 3. Far East 
4. Japan 
5. Thailand 
6. South America 6. Bahrain, Jordan 4. South America 
7. Central America 7. North Africa 
8. Mexico 8. Malaysia, Turkey, Israel 
9. Singapore, Hong Kong 
10. Albania, Romania, 5. Eastern 
Bulgaria, Ukraine Europe\Russia 
11. Russia 11. Lithuania 
12. Czech Republic, 6. West Europe, 
Hungary, Poland Scandinavia 
13. New Zealand, 13. United Kingdom 7. Australia. New 
Australia Zealand 
These refinements do several things. First, they are based on personal 
experiences, which is an obvious bias. More importantly, they highlight the need to 
break out from what are considered by many to be dead European constructs. 
Simply put, there are major places (nations) in each of the Black et al categories that 
are a lot less culturally tough than following the old constructs would indicate. 
Finally, it should also be clear that regionalism is not clearly related to a definition 
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of cultural toughness. 
Our basic conclusion has to remain the same. Some places make for tougher 
assignments than others. Training, therefore, needs to be flexible and capable of 
adjusting to such needs. 
Regardless of toughness or non-toughness issues, regardless of the huge 
money risk involved in sending unprepared managers overseas, the reality is that 
expatriate training simply doesn't happen very often. Black, Gregersen, and 
Mendenhall and a wide range of management researchers have found the following 
statements true and consistent across a wide variety of industries and over time: 
1. Only about 35% of U.S. firms offer any predeparture, cross-cultural or 
language training for their global managers. Thus, 65% of U.S. firms send· 
their "troops" into battle overseas without any "combat training." 
2. In the 35 % of firms that do offer cross-cultural training, the training is not 
very rigorous. Such activities as watching films, reading books, and talking 
with people who have lived in the country of assignment are the most 
common approaches in use. Few firms offer their global managers in-depth, 
rigorous, skill-centered cross-cultural training. 
3. Firms do not include spouses in any training that is offered. The few 
firms that do are the exceptions that prove the rule. 
4. Cross-cultural training programs have been shown in empirical evaluation 
studies to enhance global managers' job performance, adjustment to the new 
culture, and development of cross-cultural managerial skills. 23 
All of this leads to the conclusion that expatriate training is needed, training 
isn't given very often, and such training, when given, is often inappropriate to the 
need. 
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Toward A Solution 
The problem of incomplete or failed assignments has .many parts. 
Appropriate training is most frequently proposed as a partial solution to this 
problem. Since training is the central focus of this work, that is the obvious subject 
to be pursued. However, earlier discussion of issues and problems related and 
unrelated to training can and do have a major impact on the expatriate and family 
assignments and have little or nothing to do with training, as such. That is one of 
the most common problems faced by trainers (those who contract with us for 
training and/ or those who are ordered to train by their organizations are often 
expected to deliver the impossible -- solve the non-training issues). In the field of 
training expatriates, this becomes critical. Problems such as selection, marital 
troubles, and many other adjustment issues fall in the realm of organization 
development interventions. They are best addressed in that mode, rather than in a 
training program. 
Two fundamental axioms of training held in common by such trainers as 
Leslie Dennis,24 George Odiorne and Geary Rummler, 25 Jack Phillips,26 and 
Robert Pike27 are: 
1. Training, to be effective, should deal with skills or skill-sets. 
2. Training must be objective based and specific. 
With these two concepts as the main guidelines, let us now proceed to the 
development of an expatriate manager training program that is based on skills 
acquisition and on a set of clear objectives. These objectives will be referred to as 
Core Objectives. They are organized into four stages: 
Stage 1. Predeparture Training; 
Stage 2. On-Site Training; 
Stage 3. Planning for Departure; 
Stage 4. Return Assimilation Training. 
The Stages Of Training And The Objectives Involved 
Stage 1. Predeparture Training 
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Most of the initial work of expatriate adjustment training must be carried out 
before leaving the country. The objectives for this period include the following: 
Core Objective 1: As a result of training, the expatriate and family will serve out 
their assigned term to a greater extent than previous assignees. 
Core Objective 2: The expatriate and family will be able to demonstrate the use 
Core Objective 3: 
Core Objective 4: 
of cross-cultural communication skills in a series of critical 
incident trainings. 
The expatriate will be able to demonstrate adaptation to the 
new work setting by engaging in critical incident training on 
situations common in business practices in the assigned 
country. 
As a result of language training in advance of the overseas 
assignment, the expatriate and spouse will both be able to use 
the country language to at least express polite appreciation, ask 
for directions and deal with transportation. 
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Core Objective 5: The expatriate and spouse should have some basic familiarity 
Core Objective 6: 
Core Objective 7: 
with the history and customs of the assigned country. 
As a part of training, the expatriates children shall be given an 
appropriate level presentation of the country and culture, 
including films, presentations, and written material. 
At the conclusion of training, the expatriate family should take 
a look-see, one-two weeks duration guided trip to the country, 
focusing on living conditions, housing, schools, customs and 
practices and using their preliminary language skills. 
Core Objective 8: As a result of training, the expatriate will arrange for/select a 
mentor in the home office and establish regular times for 
contact. 
Stage 2. On-Site Training 
The expatriate family has arrived at the new location. Training becomes far 
more functional, with an emphasis on skills acquisition -- in the new workplace, 
with a new language, facing new systems and experiences. The objectives are as 
follows: 
Core Objective 1: 
Core Objective 3: 
As a result of continued language training by the expatriate and 
spouse, applied language skills will increase over the period of 
assignment. 
As a result of continued language training, the expatriate will 
begin using language skills in the business setting. 
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Core Objective 4: The expatriate will select a staff member to work as her/his 
cultural mentor in gaining an understanding of how things are 
done in business in the country. 
Core Objective 5: The expatriate family will arrange regular excursions to other 
locations in the country, host city excursions, and regional area 
excursions to familiarize themselves with the country and 
region. 
Core Objective 6: As a result of training, expatriate will demonstrate problem-
solving skills in the new cultural setting. 
Stage 3. Planning for Departure Home 
Again, the entire expatriate family should be involved in the return process. 
This is usually another stressful and difficult period of adjustment. The objectives 
are listed below: 
Core Objective 1: The expatriate will begin planning the family's return plans 
commencing at least six months in advance of the end of 
assignment. 
Core Objective 2: The expatriate will develop a position description of the 
current job as it has evolved an a profile of skills needed by a 
replacement. 
Core Objective 3: The expatriate will establish a dialogue with the mentor and/or 
other home office personnel to begin identifying potential 
positions on his/her return. 
Core Objective 4: The expatriate family will engage in extensive leave-taking 
occasions with staff, friends, associates. 
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Core Objective 5: As a result of training, the expatriate will seek to identify an 
appropriate position/location prior to returning home. 
Stage 4. Return Assimilation Training. 
Returning home is often very disrupting. Things have changed, companies 
change, neighborhoods change, and the expatriate manager and family may all feel 
at loose ends. The objectives are as follows: 
Core Objective 1: Upon return, the expatriate family will be given assimilation 
training on the changes that have taken place in the 
corporation, the area, and the country. 
Core Objective 2: If there is no apparent assignment, the expatriate will be given 
an opportunity for outplacement training of significant 
duration. 
All of these objectives are both results-oriented and also tied in to the need to 
apply context, cultural toughness and the need for minimum necessary change in a 
real-world setting. The expatriate and family are taught to respect the cultural 
context, seeks methods of operating that do not disrupt the basic systems (minimum 
necessary change) and be prepared to operate in a culturally tough environment. 
The Expatriate Manager and Family Training Program Curriculum. 
The following expatriate family training program is based on the objectives 
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stated above as well as traditional and non-traditional programs elements in the field 
of cross-cultural training. A heavy reliance is placed on critical incident training 
and applied use of skills. To the extent possible, it is my belief that the entire 
expatriate family should be engaged in significant parts of these processes. Learning 
and sharing together should reinforce the nuclear family. Based on the failure rate, 
they will need every bit of reinforcement they can find. 
The training involved spans a projected 3.5 years, with the first three months 
and the last two months taking place in the U.S. 
TABLE 26 
EXPATRIATE MANAGER & FAMILY TRAINING PROGRAM STAGE 1. 
PREDEPARTURE TRAINING - UNITED STATES, WEEK 1 
E = expatriate manager; S = expatriate spouse; C = expatriate children 
Participants Time Frame Content of Training Offered 
E s c Wk 1 Day Time Subject 
E s c 1 AM Briefing: Country history 
E s PM The present culture and environment 
E s c 2 AM Do's and dont's in everyday life 
E PM Do's and dont's in business life 
E 3 AM Airport language, getting around 
E PM Coping skills, stress builders 
E 4 AM Language training 
E s PM Language training 
E s PM Dinner, discussion meeting with couple 
who lived in country 
E 5 AM Business practices: critical incident 
training 
E s c PM Language training, whole family 
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TABLE 26--CONTINUED 
E s c Wk2Day Time Subject 
E s c 1 AM Language training 
E PM Critical incident training 
E 2 AM Problem solving skills 
E PM Cross-cultural communication 
E s c 3 AM Problem solving skills 
E s c PM Language training 
E 4 AM Preparing for culture shock 
E PM Discussion with expatriate from country 
E s c 5 AM Family counseling session 
E PM More on culture shock 
s c PM Meet with expatriate spouses and children 
E s c Wk 3Day Time Subject 
E s 1 AM Language training 
E PM Problem-solving skills 
E s 2 AM Cross-cultural training 
E s PM Language training 
E 3 AM Business practices 
E PM Business and social relationships 
E s c PM Ethnic excursion dinner: host country type 
restaurant 
E s c 4 AM Language training 
E PM Critical incident training 
E s c 5 AM Getting ready for look-see trip 
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TABLE 26--CONTINUED 
E s c PM Depart for host country 
E s c 6 AM Arrival in host country 
E s c PM Light guided tour 
E s c 7 AM Church or sightseeing 
E s c PM Sightseeing 
E s c Wk4Day Time Subject 
E s c 1 AM Visit plant/facility 
E s c PM Visit school(s) 
E s c 2 AM Neighborhood looking 
E s c PM Trying out language skills - movie theater 
E s c 3 AM Countryside excursions by train 
E s c PM Sightseeing and overnight 
E s c 4-6 Continue general sight seeing 
E s c 7 Return to U.S. 
E 
E 
E 
E 
E 
E 
E 
TABLE 27 
EXPATRIATE MANAGER & FAMILY TRAINING PROGRAM 
STAGE 2. ON-SITE TRAINING -- WEEK 1 
s c Wk 1 Day Time Subject 
1 AM On-site orientation 
s c AM On-site orientation 
s c PM Housing 
s c 2 AM Language training 
PM Further orientation 
3 AM Staff meeting - get acquainted 
s c School? 
s c 4-X Language training continues for all. 
Other forms of development occur as per 
objectives. Activities scheduled 
throughout the three year term. 
287 
E 
E 
TABLE 28 
EXPATRIATE MANAGER & FAMILY TRAINING PROGRAM, 
STAGE 3. PLANNING FOR DEPARTURE 
s c Year 3 Plan for return, seek opportunities for 
Plan for position, prepare transition. Briefings; 
return Potential successors, review of likely 
positions, evaluation of value-added 
experience, identification of relocation site 
& position, compensation/benefits, 
establishing time frame. 
TABLE 29 
EXPATRIATE MANAGER & FAMILY TRAINING PROGRAM, 
STAGE 4. RETURN ASSIMILATION TRAINING 
s c 3.5 Year Cultural reassimilation training. Briefings: 
job, housing, schools, price shock. 
Training: New systems, policies, technical 
issues. Experiential: New colleagues, 
systems, styles, functions ·and processes, 
fitting in to a new job/place, price and 
culture shock. 
Good luck, it will be tough. 
Summing Up 
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Many will see this extensive training program as too large. It is large, but so 
is the task. Few would complain if we were grooming and maintaining a piece of 
equipment, but would complain if we were developing human beings. By now, 
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corporations should know that their human resources need exactly that intensive an 
effort. They should already know that the human resources are far more fragile 
than the machines on which they tender such loving care. 
About 35% of U.S. firms provide cross-cultural training. The average 
training is less than one week. 28 
Defined terms 
Managers (sojourners, expatriate managers) are persons assigned by their 
organization (usually corporate, but also including non-governmental organizations 
[NGO's], development). They will have responsibility for planning, directing, 
controlling, delegating, and leading a workforce. 
Incomplete expatriate assignment is when an expatriate does not complete a 
fixed period assignment regardless of cause or condition. 
Conclusion 
The expatriate manager family is the most visible example of the person 
working in an overseas setting. It also appears that these managers have a 
significant problem with adjustment to foreign assignments. The proposed training 
schedule set forth here is far more extensive than any I have seen. I do not consider 
it excess: to the contrary, I consider it the minimum necessary training for such an 
assignment. There will be some places that are a bit easier, and others that are 
considerably harder. Organizations must keep in mind the idea that some places are 
harder to adjust to than others. The counter to that, of course, is that all places that 
are different than your own will require considerable adjustment training. Context, 
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cultural toughness, and the application of minimum necessary change are the tools 
that can be used to make these adjustments more effective. 
The next chapter probes the ways one can aid the transporting of training 
programs and trainers to different cultures. Check list methods are developed to aid 
in determining context, cultural toughness of assignment, and selecting candidates 
and training elements based on that analysis. 
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CHAPTER 7 
TRANSPORTING TRAINING PROGRAMS GWBALLY 
Pulling Things Together 
This dissertation is ultimately about transporting trainers and training 
programs to other cultures. This chapter will show how the elements of the 
dissertation framework (context, cultural toughness, minimum necessary change), 
resting on the theory of Talcott Parsons and Albert Bandura, function reciprocally to 
allow the interplay of all factors. In so doing, it is possible to develop methods 
through which we can operationalize and assess the difficulties of sending a person 
(trainer) or trainer program for use in other cultures. 
Why do we Need to do This? 
Organizations exist in a context, often called an organization culture. They 
are not one and the same, but corporations often describe them as if they were one 
and the same. 1 Those who work for the corporation are seen as members of that 
culture, and usually defenders of the culture. In any event, if they work for the 
corporation they are, by definition, participants in the corporate culture. Toughness 
(whether corporate or cultural), as previously described, is often a value in corporate 
cultures. Thus, the corporate citizen who works extra hours at her/his job without 
additional compensation is considered 
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tough--a positive value within the corporate context. 
Organizations have a very strong tendency to develop a culture unique to 
their setting, or at least to believe that is what they have done. As they globally 
expand, they also seek to transport their culture to their new subsidiary locations. 
They believe that their corporate culture works, as they would put it. 
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The idea that the culture worked in the place of origin certainly accounts for 
much of the need to replicate the organizational culture at each new location. 
However, there are other very real reasons for this. First, if the organization has 
quality controls for its products, it certainly needs a working environment that will 
meet the quality standards. If the organization has a pay system based on 
performance, it certainly needs some uniform measures (adapted to each location) 
and appropriate reward for effective performance. If the organization delivers a 
service with clear and replicable standards, it must have a system that will support 
and maintain those standards. 
While the greens1- of the world would have the corporation adapt totally to 
the location, most corporations realize that such adaptation goes too far. The 
concept of minimwn necessary change, a focusing concept, advocated in this work, 
provides an opportunity to encourage adaptation within effective limits. Is this 
change necessary to make things work? 
The Model T Syndrome 
Corporations with strong corporate cultures are also attacked as having an 
inflexible mindset. That was an easy charge in the old days of IBM, but hardly 
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reflects today's reality. Henry Ford built his Model T as a continuous process, all 
painted black. It was a technological breakthrough in its time. Today's production 
lines have a wide variety of customized options that provide varied levels of change 
in the final product. That is about where we are with global corporations. They are 
certainly not cookie cutter operations, but neither are they Land Rovers. So global 
corporate culture is somewhere between Model T's and Land Rovers? Something 
like that. Corporations have distinct cultures, and an attempt is made to maintain 
them, but there is also a recognition of the need to adapt to working conditions 
separate cultures and nation states. 
Yet, these global corporations have plenty of problems with their training. 
D. Jack Coale of Essroc Materials, Inc. USA, a subsidiary of a French Corporation, 
discovered a need for training materials. Essroc called on its French parent, and a 
supply of training materials was sent to the U.S. The materials were in French. 
Major translations had to be made, and both the North Americans and the French 
evaded the question of who would pay for the translations. Coale notes that: 
After many months of interaction, the North Americans paid the cost 
of translation into Spanish (not English). But the incident revealed an 
important issue: the French regarded the US firm as a captive training 
vehicle and not as a client, even though comparable materials were 
available to us from a competitor. 3 
The Real Need - Common Purpose, Culture 
These organizations generally seek to maintain their culture and common 
purpose for the purpose of, essentially, earning money. For such purposes, they 
provide skill specific training or even values training to their employees, often on a 
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global basis. They send videos, books, and every other imaginable form of media 
to their wide spread organizations -- to keep the message clear, to maintain 
cohesion, to stay on target, to make money. That is, after all, the core purpose of 
the corporation. 
Cultural Imperialism vs. Cultural Sensitivity 
The corporate need for a high level of common culture often takes on an 
imperial image. At their worst, corporations are an easy target to attack. Bhopal is 
certainly a glaring example. The project was built in a shoddy manner, it was 
poorly managed, and when the explosive disaster occurred the corporation initially 
attempted to disclaim any responsibility. On the other hand, it is the corporations 
willingness to risk its money and resources that drive the engines of trade and 
commerce. Ultimately, most places in the world are eager to see new business 
development. In my travels in some sixty countries, I have seen many corporate 
mistakes and abuses. I have not, however, seen anyone tum in their television or 
automobile that was generated by those corporations. I have seen Americans 
deplore our corporate culture and declare that we have poisoned the cultures of 
others. Yet, throughout the world, American films and videos are the most popular 
form of entertainment. People want jobs, and they want the products of those jobs. 
Getting to the Problem 
Repeating because it is such a fundamental part of this research study, in 
Global Assignments, Black, Gregersen and Mendenhall state: 
Simply put, the idea of cultural toughness is that some cultures are 
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more difficult to adjust to than others. 4 
As you know by now, that simple concept is one of the three pieces of 
theoretical framework that create the structure of this dissertation (context, cultural 
toughness, and minimum necessary change). In this case, taking an assignment in 
another culture is, by definition, culturally tough. At the lowest level of toughness, 
many Americans sent to assignments in Canada find significant cultural problems 
confronting them, and vice versa with Canadians. 5 
That simple idea put forward by Black, Gregersen, and Mendenhall (stated 
above) is, indeed, one of the more elegant statements made in the field of global 
human resources. Our American politically correct concerns about parochialism, 
ethnocentrism, xenophobia, stereotyping, discrimination, gender bias, and perhaps 
many other stumbling blocks are swept aside by the cutting truth clearly stated. 
Some cultures are more difficult to adjust to than others, and thus we must carefully 
select people with a significant degree of cultural toughness for these foreign 
assignments. 
Americans also have a tendency to equate cultural diversity in the United 
States with cultural toughness internationally; they are not the same things. Cultural 
diversity tends to be a sensitivity process directed at raising consciousness about 
cultural, ethnic, race, and gender concerns. While nearly unrelated to the issues of 
cultural toughness internationally, many Americans assume they represent similar 
problems. The difference between a white Slavic ethnonationalist Bosnian and a 
white Slavic ethnonationalist Serbian is separated by blood, 6 belief, and profound 
and apparently abiding hatred. They do not seem to be able to manage to live or 
work together. 
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The difference between a black Tutsi and a black Hutu are such that given 
the opportunity, they are likely to kill each other. These hatreds have persisted for 
centuries. The differences among African-Americans, Hispanic-Americans, and 
"White" Americans working in the same factory can lead to cultural 
misunderstandings and/or slights. Of course, these workplace issues related to 
cultural diversity need to be addressed. However, they are not equivalent to cultural 
toughness issues. One more example: African Americans (and also white 
Americans, Hispanic Americans, and any other hyphenated Americans you choose) 
view the dark-skinned people on the African Continent as Africans. To the people 
on that continent, there are no Africans. There are, instead, Ebos, Yorubas, Tutsi, 
Hutu, and hundreds of tribes, each of which see their particular tribe as their nation 
and people. That said, cultural diversity and international cultural adjustment are 
simply different things. 
Political correctness protocols are also related to domestic and international 
issues of diversity. Gender issues are often at the forefront, for example, as when 
assertions are made about overseas assignments being largely male dominated. The 
interesting thing is that some change is clearly underway. While the trailing spouse 
(a horrid name used in the relocation field) is usually a female, there is a significant 
increase in female expatriate managers. The most common reason given is he most 
frustrating to women, that men view such assignments as diverting them from the 
central activity of the corporation! Political correctness aside, the change is 
happening. 
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Toughness of culture is also a fundamental issue for not taking assignments. 
Some places are harder to live and work in than others. If you have lived or 
traveled to many places, you know that. Articulating it is another matter, and far 
more difficult. The question is, which countries? We all know it can't be our own 
country, so it must be their country. That is the rub, and an irritant for anyone 
trying to develop a rational view of reality. 
Black, Gregersen, and Mendenhall try to sort this out through a literature 
search, yielding a list of five cultural toughness regions in rank order, from 1-7 (see 
earlier discussion in Chapter 6). These are: 
1. Africa 
2. Middle East 
3. Far East 
4. South America 
5. Eastern Europe\Russia 
6. Western Europe\Scandinavia 
7. Australia\New Zealand7 
I, in turn, proposed a chart in Chapter 6 showing some 13 categories with 
significant overlays of regions/cultures. Is that enough? Not at all. I suppose there 
might be an American Scale of Tough Countries, a German Scale, a Japanese Scale, 
a Nepalese Scale, and so on. That would be a self-defeating approach, but it is 
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what most writers focus upon. We have not yet come up with as clear picture of 
global cultural toughness. The question is begged: tough to whom? 
Cultural toughness is always going to be based on some form of personal 
experience. We can construct quantifiable measures (See Appendix 2) that will give 
us a sense of the general view of toughness of place, culture, communication, or 
whatever. But if Paris is seen as relatively easy on a toughness scale, and you go to 
Paris and run into a string of rude waiters, bad beds, and rainy days, you are going 
to see Paris as very tough, regardless of all the quantifiable measures to the 
contrary. In this area, we are at best approximating an approach to reality, much 
less seeing it out there. There is a great deal of truth in the original statement: 
"Simply put, the idea of cultural toughness is that some cultures are 
more difficult to adjust to than others. "8 
Should we give up? I think not. I suggest a different approach. First, I 
think a literature search informs us, but cannot be definitive in this area. 9 
Second, I believe we can develop a scale that will yield information of considerably 
greater value. Third, a regional approach does not work (see scale above). The 
region covers too many cultures to be able to generalize. In fact, Black, Gregersen, 
and Mendenhall were on target with their idea that some cultures were more difficult 
than others. However, when they changed the subject from cultures to regions, the 
usefulness of the concept was significantly diminished. 
So then, what is the alternative, since there are thousands of cultures? I 
suggest that the most useful stage of analysis is the nation-state. Although many 
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(probably most) nation states have multiple cultures according to Walker Connor10, 
they are far more manageable than regions such as Far East and Africa, which 
together cover half the dry land of the earth. 
Transforming Cultural Toughness 
I have devised a cultural toughness measure using a simple 1-7 Likert scale, 
and the term Country Toughness. The latter term avoids use of national or 
ethnonational terms and focuses on toughness (or lack thereof). Finding out how 
many countries there are took considerable research. I erred in favor of inclusion 
rather than exclusion, and concluded there are more or less 190 nation-states (or 
look-alike's such as Hong Kong or the Vatican). The material was then circulated 
to about thirty students knowledgeable in cross-cultural issues and another twenty 
people in the U.S., Czech Republic, Germany, Philippines, Mexico, Jordan, 
Switzerland. Each of these groups also sent copies to other possible respondents. I 
was seeking a snow ball survey. At this stage, the snow ball is very small (a total 
of 20-30 responses, almost all only partially completed). The survey needs some 
obvious revisions (for example, separating experience with training issues from 
cultural toughness), although the core instrument has become useful; for other forms 
of analysis. It is my intent to continue the research and find a vehicle for effective 
dissemination of the materials. 
Country Toughness 
The survey is designed to launch a cross-cultural toughness-of-assignment 
instrument to help organizations determine the level of training that is needed to 
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overcome assignment obstacles, the level of adjustment difficulties involved, and the 
stress generated by various cultures (cultural toughness). The. data will eventually 
be gathered and used to provide comparative assessment of countries in terms of 
their toughness as a place to live and work. The data is being gathered in a global 
context. What is tough to me may not be tough to you, and vice versa. English is 
being used for convenience and its common use in business. After comparison of a 
number of lists a compilation was made updating a list by Vincent Miller11 to 
1996. On that basis, there are currently 190 separate countries at this time. 
For convenience, the 190 countries are organized into six groups. Everyone 
has varying levels of knowledge and opinions of countries they have visited, worked 
in, studied, read about, or where they have managed people sent to other locations. 
As ongoing research, I will seek the same kind of description of experiences from 
those who respond to the survey; that is, respondent's best overall rating of 
toughness across countries. It should be noted that respondents are advised to skip 
any country or region with which they have little if any experience. 
Each participant is asked to rate how "tough" they think a training 
assignment would be in those countries with which they are familiar. The 
instrument is set up so that 1 represents a very easy" assignment and 7 represents a 
"very tough" assignment. 
On a very preliminary basis, the survey is just at a beginning stage. It may 
well be that utilizing the Internet/WWW could be the best way to generate the 
necessary range of experience it will take to produce any significant results. to 
304 
work. To work effectively, however, will take considerably more financial support 
than is available. The approach is useful, and can be developed over time. The 
survey has not been effectively tested and is mentioned here as a model. A copy of 
the survey instrument is included in Appendix 2 Survey. An example of one of the 
six groups of countries (190 in total) is shown in Table 30. 
TABLE 30 
NEAR & MIDDLE EAST 
Very Very 
16 States Easy<--------> Tough 
Afghanistan . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 1 2 3 4 5 6 7 
Bahrain ................................ 1234567 
Cyprus . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 1 2 3 4 5 6 7 
Iran ................................... 1234567 
Iraq ................................... 1234567 
Israel . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 1 2 3 4 5 6 7 
Jordan . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 1 2 3 4 5 6 7 
Kuwait . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 1 2 3 4 5 6 7 
Lebanon . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 1 2 3 4 5 6 7 
Oman ................................. 1234567 
Qatar . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 1 2 3 4 5 6 7 
Saudi Arabia . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 1 2 3 4 5 6 7 
Syria . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 1 2 3 4 5 6 7 
Turkey . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 1 2 3 4 5 6 7 
United Arab Emirates . . . . . . . . . . . . . . . . . . . . . . . . 1 2 3 4 5 6 7 
Yemen . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 1 2 3 4 5 6 7 
Applying Toughness Concepts to Exporting Training 
A truly global approach to toughness of assignments is reachable, just as an 
overall view of education is reachable. Reachable and the same, however, are 
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probably neither necessary nor desirable. In education, the desire to encourage 
learning in itself helps to keep diversity. In the field of international relations, some 
claim: 
American social science conceptual frameworks dominate the discipline, but 
others deny a skew toward the U.S. or any other country. A Ford 
Foundation report covering studies in Britain, Germany, Netherlands, 
Sweden, and Italy illustrates the extent to which interpretations vary on the 
scope and subject of its methodology. Researchers agree that inter- (nation) 
state relations now are only one of the many systems of international 
relations being studied. 12 
This statements seems to be equally applicable to global businesses. Despite 
the dominance of English in global business, despite the dominance of American 
management prowess, there is still plenty of significant competition in business 
practices and customs. 13 
We do need to understand these differences. We need to be able to use the 
concept of cultural toughness to help define how people can adjust to different 
cultures, and how we must reward our employees for working in places that are 
culturally tough. 
Communication and Job Toughness 
In addition to their regional listing of tough cultures, Black, Gregersen, and 
Mendenhall also describe two other measures of toughness (communication and job 
toughness). 14 Communication toughness would address issues such as language 
differences, high and low context that might inhibit communication, status systems 
that might inhibit free flow communication (see questions one and four, indented 
below). Job toughness deals with the actual tasks that a trainer and/or manager 
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might need to carry out in the specific job, and if usual and normal methods of 
handling are available (for example, E-mail, computer, databases). Questions 1, 7, 
and 10 on the next page address job toughness. The effort here is to pose a series 
of communication toughness questions and job toughness questions that would show 
a level of toughness. For example, two of the seven questions on communication 
toughness were: 
1. Are the rules and norms for communicating very different from 
those in the United States, or are they quite similar? 
4. Will the manager have to communicate mainly in one direction (for 
example, giving orders, delegating, giving presentations, and so on), 
or will the nature of the job require intensive two-way communication 
(for example, consultation, parties, business negotiations) with local 
nationals?15 
Question 1 sets out a simple choice (different or similar). Question 4, on the 
other hand, sets out a string of choices that appear confusing, even a bit mushy. 
What can we really do with this material? Of the seven questions, four were of the 
complexity of Question 4. There were ten questions in the area of job toughness. 
These were simple, straight forward questions, although they can generate many 
additional questions. Three examples, were: 
1. Are the performance standards the same? 
7. Are the technological limitations familiar? 
10. Is the freedom to decide who does what tasks the same?16 
These appear to be very helpful questions, but they do not lend themselves to 
immediate use. The choices are not ranked, are not complete, or, worse yet, are 
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overly complex. 
Converting Communication and Job Toughness 
Building on the work of Black, Gregersen, Mendenhall I have set up a series 
of Likert, rank ordered, and multiple selection scales. First, my primary concern is 
with transporting training programs across cultures. Therefore, the focus is on the 
nature of training rather than the nature of people. Thus, the questions used are 
obviously modified from the original work, and I certainly accept the blame for any 
errors made. The effort here is to provide a first approximation of how one might 
operationalize these concepts. 
Theoretical constructs such as those provided by Parsons to those provided 
by Black, Gregersen, and Mendenhall are useful with respect to accumulating data 
sets. There is a need for direct information from those who have been there (i.e., in 
the field) to make effective assessments. There is also a need for a method to assess 
what kind of training should be offered, and what training programs should be 
provided to subsidiary locations. These survey sample questions (as well as any 
others that are developed), when implemented, provide an opportunity to address 
what changes need to be made in training programs on a country-by-country basis. 
As we develop such tools, we will build a data base to make rational 
decisions/choices about the toughness of assignment for people, and the minimum 
necessary change needed in cross cultural training programs. 
The first task is to ask the question, What type of global training program 
did you panicipate in? Table 31, below, provides a relatively extensive list of 
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training-type issues and/or programs. 
A list of cultural adjustment issues, ranging from norms to equipment -- the 
range of a trainers interest are presented in Table 32. Completion of the six 
measures produces a cumulative score. 
TABLE 31 
THE TRAINING 
Can you tell us which of the following areas this training 
covers. Please check No/Yes. 
a. Orientation . . . . . . . . . . . . . . . . . . . . . . . . . 
No 
0 
0 
0 
0 
Yes 
1 
b. Human resource/industrial relations issues ............ . 
c. Equipment installation/operations ................. . 
d. Technical skills ........................ . 
e. Management skills . . . . . . . . . . . . . . . . . . . . . . . . . 
f. Supervisory skills . . . . . . . . . . . . . . . . . . . . . . . . . 
g. Managements systems: TQM, Re-engineering,etc. . ...... . 
h. Cultural skills . . . . . . . . . . . . . . . . . . . . . . . . . 
I. Interpersonal skills . . . . . . . . . . . . . . . . . . . . . . . . . 
J. Language skills . . . . . . . . . . . . . . . . . . . . . . . . . 
k. Other (please specify below) . . . . . . . . . . . . . . . . . . . . . 
TABLE 32 
ADJUSTMENT ISSUES 
How difficult was it (or do you think it will be) to adjust the training in 
terms of the following. (Please circle your response). 
0 
0 
0 
0 
0 
0 
0 
VERY VERY 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
EASY<------> TOUGH 
Adjusting to: 
Rules and social norms 
Level of staff to be trained 
Language differences 
Level of interaction with trainees 
Performance levels 
Facilities/ equipment 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 3 5 6 7 
1 2 3 4 5 6 7 
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Table 33 is concerned with the techniques of training. In this case, the 
U.S. trainer traditionally sees interactive training (role plays, for instance) as easy 
or comfortable, and lectures as undesirable. This table produces a cumulative 
score. 
TABLE 33 
TRAINING TECHNIQUES 
How difficult was it (or do you think it will be) to adjust the training in 
terms of the training techniques used. (Please circle your response). 
VERY VERY 
EASY<-------- >TOUGH 
Role plays, dramatization . . . . . . . . . . . . . 1 2 3 4 5 6 7 
Case studies . . . . . . . . . . . . . . . . . . . . . 1 2 3 4 5 6 7 
Teams . . . . . . . . . . . . . . . . . . . . . . . . . 1 2 3 4 5 6 7 
Work groups . . . . . . . . . . . . . . . . . . . . l 2 3 4 5 6 7 
Interactive training . . . . . . . . . . . . . . . . . 1 2 3 3 5 6 7 
Small group discussions . . . . . . . . . . . . . . 1 2 3 4 5 6 7 
Self-study . . . . . . . . . . . . . . . . . . . . . . 1 2 3 4 5 6 7 
Training games . . . . . . . . . . . . . . . . . . . 1 2 3 4 5 6 7 
Lectures ....................... 1 2 3 4 5 6 7 
Table 34, Tasks and Assignments, includes seven scales. Each of these 
scales yields a single score (i.e., only one category is circled in each scale). Under 
the heading of tasks and assignments, the issues involved include Rules and Social 
Norms, Staff Training Levels, Level of Training Interactiveness, Trainee 
Commitment & Involvement, Formality/Informality, Shared Values of Training, and 
Trainer Mode of Communication. An anomaly is presented with the issues of 
lectures or formality. The trainee interactiveness measure places a value of 1 (easy) 
on high interactiveness (the Trainers usual choice) vs. the formality/informality 
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measure which places a value of l (easy) for formality. Both are correct, reflecting 
the duality of training. I think the contradiction is real. Trainers generally do not 
like formality, but formal training is easier to do (but not as much fun). 
TABLE 34 
TASKS & ASSIGNMENTS 
For each of the following seven measures please circle the number (choose only 
1 in each case) that best describes the toughness of your (present or past) country 
training situation. 
Rules and Social Norms (circle only one) 
Are virtually the same . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 1 
Have only minor variations . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 2 
Have some sensitive areas . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 3 
Require some modification to the training . . . . . . . . . . . . . . . . . . . . . . 4 
Require a fair amount of modification to training . . . . . . . . . . . . . . . . . . 5 
Require a lot of modification to the training . . . . . . . . . . . . . . . . . . . . . 6 
Require modification, are difficult to comply with . . . . . . . . . . . . . . . . . 7 
Staff Training Levels (circle only one) 
Are virtually the same .................................. 1 
Have only minor variations . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 2 
Have some areas where the staff has no training . . . . . . . . . . . . . . . . . . 3 
Require some modification to the training . . . . . . . . . . . . . . . . . . . . . . 4 
Require a fair amount of modification to training . . . . . . . . . . . . . . . . . . 5 
Require a lot of modification to the training . . . . . . . . . . . . . . . . . . . . . 6 
Require an almost completely different curriculum . . . . . . . . . . . . . . . . . 7 
311 
TABLE 34--CONT!NUED 
Level of Training Interactiveness is (circle only one) 
High interactive: roleplay, teams, smallgroup, discussion . . . . . . . . . . . . 1 
Low interactive: teams, small group, class discussions . . . . . . . . . . . . . . . 2 
Moderate conservative: small group/class discussions . . . . . . . . . . . . . . . 3 
Lecture, discussion, questions . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 4 
Lecture, questions . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 5 
Lecture, individual study . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 6 
Lecture from book . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 7 
Trainee Commitment and Involvement (circle only one) 
Have a high commitment to the training . . . . . . . . . . . . . . . . . . . . . . . 1 
Are very interested but uncertain of purpose . . . . . . . . . . . . . . . . . . . . . 2 
Are not sure they can deal with the training . . . . . . . . . . . . . . . . . . . . . 3 
Do not see the training as relevant to them . . . . . . . . . . . . . . . . . . . . . . 4 
Are bored and feel there is little to gain . . . . . . . . . . . . . . . . . . . . . . . 5 
Resent being required to take the training . . . . . . . . . . . . . . . . . . . . . . 6 
Reject the training as foreign and irrelevant . . . . . . . . . . . . . . . . . . . . . 7 
Formality/Informality (circle only one) 
Will the main type of training interaction be formal . . . . . . . . . . . . . . . . 1 
Will the training rely on didactic approaches ..................... 2 
Will the training primarily involve assigned activities . . . . . . . . . . . . . . . 3 
Will the training use personal and non personal modes . . . . . . . . . . . . . . 4 
Will the training involve shared experiences . . . . . . . . . . . . . . . . . . . . . 5 
Will the training communication be mostly face-to-face . . . . . . . . . . . . . . 6 
Will the main type of training interaction be informal . . . . . . . . . . . . . . . 7 
Shared Values of Training (circle only one) 
Have already bought into the values . . . . . . . . . . . . . . . . . . . . . . . . . . 1 
Have some concerns about the values involved . . . . . . . . . . . . . . . . . . . 2 
Are seeking ways to reconcile value differences . . . . . . . . . . . . . . . . . . . 3 
See a few values that they do not accept . . . . . . . . . . . . . . . . . . . . . . . 4 
Find a significant number of value differences . . . . . . . . . . . . . . . . . . . . 5 
R . t th al . l' . . th . . 6 eJec e v ues imp 1c1t m e trammg . . . . . . . . . . . . . . . . . . . . . . . 
T . . . 1 . 
rammg 1s unacceptab e due to value differences . . . . . . . . . . . . . . . . . . 7 
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TABLE34--CONIINUED 
Trainer Mode of Communication (circle ollly one) 
Common language (more or less) . . . . . . . . . . . . . . . . . . . . . . . . . . . 1 
Significant amount of local language capability 2 
Small amount of local language capability . . . . . . . . . . . . . . . . . . . . . . 3 
Professional simultaneous interpretation . . . . . . . . . . . . . . . . . . . . . . . . 4 
Professional sequential interpretation . . . . . . . . . . . . . . . . . . . . . . . . . 5 
Local untrained interpretor . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 6 
Instruct local person, then observe ........................... 7 
Use of the Toughness Variables 
These simple scales provide us with a set that should helps us gather needed 
material related to how practitioners identify problems of adjustment and use of 
training programs. The questions can also help individuals involved in the design, 
development, and delivery of global training programs. Let us examine the 
articulation of some of these questions. 
To illustrate, let us try an example, using the scale for Adjustment Issues. 
(identified as Table 37) as an example. How difficult do you think it would be to 
adjust the global training circumstances shown below? The enlarged numbers 
represent the estimate of toughness. The enlarged/underlined numbers 
indicate the toughness choices selected by the evaluator. 
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TABLE 35 
SAMPLE: ADJUSTMENT ISSUES, 1 
Enlan~ed numbers are estimates VERY 
EASY< >TOUGH 
Adjusting to: 
Rules and social norms . . . . . . . . . . . . . . . . . . . 1 
Level of staff to be trained . . . . . . . . . . . . . . . . . 1 
Language differences . . . . . . . . . . . . . . . . . . . .1 
Level of interaction with trainees . . . . . . . . . . . . . 1 
Performance levels . . . . . . . . . . . . . . . . . . . . . . 1 
Facilities/equipment ..................... 1 
2 
2 
2 
2 
2 
2 
3 
3 
3 
3 
3 
3 
4 5 6 
4 5_ 6 
4 5 6 
4 5 6 
4 5 6 
4 5 6 
As a global trainer, you find that in this case, the rules and social norms 
7 
7 
7 
7 
7 
7 
involved are very similar to your own, and the assignment you are given involves 
midlevel staff (a good/bad option, but easier than teaching rocket science). You are 
sharing a common language, and that means that you probably have these skills, 
which will make it easy for you to interact with the trainees. The performance 
levels that have been set are easy, although the facilities and equipment leave a lot 
to be desired. The numbers tum out to be 26 out of a possible really tough 48 
points, or a score of .59 on a 100 point scale. This could be Canada and a very 
easy adjustment for an American. Now let's reconfigure the numbers. 
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TABLE 36 
SAMPLE: ADJUSTMENT ISSUFS, 2 
Enlarged numbers are estimates 
VERY 
EASY< 
VERY 
>TOUGH 
Adjusting to: 
Rules and social norms . . . . . . . . . . . . . . . . . . . 1 
Level of staff to be trained . . . . . . . . . . . . . . . . . 1 
Language differences . . . . . . . . . . . . . . . . . . . .1 
Level of interaction with trainees . . . . . . . . . . . . . 1 
Performance levels . . . . . . . . . . . . . . . . . . . . . . 1 
Facilities/equipment ..................... 1 
2 
2 
2 
2 
2 
2 
3 4 
3 4 
3 4 
3 4 
3 4 
3 4 
5 6 7 
5 6 7 
5 6 7 
5 6 7 
5 6 7 
5 6 7 
We are certainly in a different place now. The rules and social norms are 
significantly different than your own. Watch how you place your feet when you sit 
on the floor. Recognize that you are dealing entirely with upper middle managers, 
and even though you share a common language, common is not how it will feel. 
You can expect difficulties sharing constant interaction with the trainees (i.e., 
managers). The performance levels are low compared to the staff level, which 
could mean rookies or, worse yet, people who think they know all there is and there 
is no point to the training. Besides all that, you continue to be plagued with 
inadequate facilities. It could be the East coast of Malaysia. You have a score of 
28, only a three point spread from the previous example, but a .66 on a scale of 
100. Good luck! 
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Method of Identifying Problem Areas 
In using the Black, Gregersen, Mendenhall theoretical structure dealing with 
communication and job toughness in this very different context, we are able to both 
quantify and predict training problems. What is reported is in Table 37 and Table 
38 is an index system that was designed to predict problems that must be addressed 
when we transport training programs to other cultures. At this time, it is an 
experimental system. I have found it to be a way to spot potential problems. The 
weighting of the main units of measurement are based on my own personal 
experiences. This, of course, is absent from existing measures. 
The details of the weighting and scoring are described on the page after the 
table. 
TABLE 37 
METHOD TO DETERMINE DEGREE OF TOUGHNESS OF TRAINING ASSIGNMENT AND 
IDENTIFICATION OF TRAINING DIFFICULTIES 
Adjustment Issues. How difficult you think it will be to adjust I. 2. 3. 4. 5. 
to the training in terms of the following. (Please circle your Enter Max Divide Weight- Multiply 
responses). Adjusting to: EASY <------->TOUGH total range raw ed weight x 
Rules and social norms . . . . . . . . . . . 1 2 3 4 5 6 7 raw of score value Col. 3, 
Level of staff to be trained 1 2 3 4 5 6 7 score score by shown enter 
Language differences ............ 1 2 3 4 5 6 7 in box shown range, in box weighted 
Level of interaction with trainees ..... 1 2 3 4 5 6 7 below in box enter below value in 
Performance levels ............. 1 2 3 4 5 6 7 below score box 
Facilities/equipment ............. 1 2 3 4 5 6 7 in box 
Adjustment Issues. Total Points 42 20 
Training Techniques. How difficult will be to adjust to the l. 2. 3. 4. 5. 
training in terms of the training techniques used. (circle your Enter Max Divide Weight- Multiply 
responses). total range raw ed weight x 
EASY<-------> TOUGH raw of score value Col.3, 
Role plays, dramatization ..... 1 2 3 4 5 6 7 score score by shown enter 
Case studies ............. l 2 3 4 5 6 7 in box is range, in box weighted 
Teams ................. l 2 3 4 5 6 7 below shown enter below value in 
Work groups ............ l 2 3 4 5 6 7 in box score box 
Interactive training ......... 1 2 3 4 5 6 7 below in box below 
Small group discussions 1 2 3 4 5 6 7 
Self-study .............. 1 2 3 4 5 6 7 
Training games ........... l 2 3 4 5 6 7 
Lectures 1 2 3 4 5 6 7 I 
Training Techniques Total Points 63 8 
TABLE 37 -- CONTINUED 
Tasks & Assignments. For each of the following seven areas, please circle the number (choose only 1 in each case) 
that best describes the toughness of your (present or past) country training situation. 
Rules and Social Nonns (circle only one) 1. 2. 3. 4. 5. 
I 
Are virtually the same . . . . . . . . . . . . . . . . . . . . . 1 Enter Max Divide Weight- Multiply 
Have only minor variations .................. 2 total range raw ed weight x 
Have some sensitive areas .................. 3 raw of score value Col.3, 
Require some mcxlification to the training ......... 4 score score by shown enter 
Require a fair amount of mcxlification to training .... 5 in box shown range, in box weighted 
Require a lot of mcxlification to the training . . . . . . . . 6 below in box enter below value in 
Require modification, are difficult to comply with . . . . 7 below score box 
in box 
Rules and Social Norms. Total Points 7 15 
Staff Training Levels (circle only one) 1. 2. 3. 4. 5. 
Are virtually the same ..................... 1 Enter Max Divide Weight- Multiply 
Have only minor variations . . . . . . . . . . . . . . . . . . 2 total range raw ed weight x 
Have some areas where the staff has no training . . . . . 3 raw of score value Col.3, 
Require some modification to the training ......... 4 score score by shown enter 
Require a fair amount of modification to training .... 5 in box shown range, in box weighted 
Require a lot of mcxlification to the training . . . . . . . . 6 below in box enter below value in 
Require an almost completely different curriculum . . . . 7 below score box 
in box 
Staff Training Levels Total Points 7 5 
TABLE 37--CONTINUED 
Level of Training Interactiveness (circle only one) 
High interactive: roleplay, teams, smallgroup, discussion 1 
Low interactive: teams, small group, class discussions . 2 
Moderate conservative: small group/class discussions . . 3 
Lecture, discussion, questions . . . . . . . . . . . . . . . . 4 
Lecture, questions . . . . . . . . . . . . . . . . . . . . . . . 5 
Lecture, individual study . . . . . . . . . . . . . . . . . . . 6 
Lecture from book . . . . . . . . . . . . . . . . . . . . . . . 7 
Staff Training Levels Total Points 
Trainee Commitment & Involvement (circle only one) 
Have a high commitment to the training . . . . . . . . . 1 
Are very interested but uncertain of purpose . . . . . . . 2 
Are not sure they can deal with the training . . . . . . . . 3 
Do not see the training as relevant to them . . . . . . . . 4 
Are bored and feel there is little to gain .......... 5 
Resent being required to take the training . . . . . . . . . 6 
Reject the training as foreign and irrelevant . . . . . . . . 7 
Trainee Commitment & Involvement Total Points 
1. 
Enter 
total 
raw 
score 
in box 
below 
1. 
Enter 
total 
raw 
score 
in box 
below 
2. 
Max 
range 
of 
score 
shown 
in box 
below 
7 
2. 
Max 
range 
of 
score 
shown 
in box 
below 
7 
3. 
Divide 
raw 
score 
by 
range, 
enter 
score 
in box 
3. 
Divide 
raw 
score 
by 
range, 
enter 
score 
in box 
4. 
Weight-
ed 
value 
shown 
in box 
below 
5 
4. 
Weight-
ed 
value 
shown 
in box 
below 
5 
5. 
Multiply 
weight x 
Col.3, 
enter 
weighted 
value in 
box 
5. 
Multiply 
weight x 
Col.3, 
enter 
weighted 
value in 
box 
TABLE 37--CONTINUED 
Fonnality/lnfonnallty (circle only one) 
Will the main type of training interaction be formal . . . 1 
Will the training rely on didactic approaches ....... 2 
Will the training primarily involve assigned activities . . 3 
Will the training use personal and non-personal modes 4 
Will the training involve shared experiences . . . . . . . 5 
Will the training communication be mostly face-to-face . 6 
Will the main type of training interaction be informal .. 7 
Formality/Informality Total Points 
Shared Values of Training (circle only one) 
Have already bought into the values . . . . . . . . . . . . 1 
Have some concerns about the values involved . . . . . . 2 
Are seeking ways to reconcile value differences ..... 3 
See a few values that they do not accept .......... 4 
Find a significant number of value differences . . . . . . 5 
Reject the values implicit in the training . . . . . . . . . . 6 
Training is unacceptable due to value differences . . . . 7 
Shared Values of Training Total Points 
1. 
Enter 
total 
raw 
score 
in box 
below 
1. 
Enter 
total 
raw 
score 
in box 
below 
2. 
Max 
range 
of 
score 
shown 
in box 
below 
7 
2. 
Max 
range 
of 
score 
shown 
in box 
below 
7 
3. 
Divide 
raw 
score 
by 
range, 
enter 
score 
in box 
3. 
Divide 
raw 
score 
by 
range, 
enter 
score 
in box 
4. 
Weight-
ed 
value 
shown 
in box 
below 
12 
4. 
Weight-
ed 
value 
shown 
in box 
below 
15 
5. 
Multiply 
weight x 
Col.3, 
enter 
weighted 
value in 
box 
5. 
Multiply 
weight x 
Col.3, 
enter 
weighted 
value in 
box 
TABLE 37--CONTINUED 
Trainer Mode of Communication (circle only one) 1. 2. 3. 4. 
Common language (more or less) .............. 1 Enter Max Divide Weight-
Significant amount of local language capability . . . . . . 2 total range raw ed 
Small amount of local language capability . . . . . . . . . 3 raw of score value 
Professional simultaneous interpretation .......... 4 score score by shown 
Professional sequential interpretation ............ 5 in box shown range, in box 
Local untrained interpretor .................. 6 below in box enter below 
Instruct local person, then observe ............. 7 below score 
in box 
Trainer Mode of Communication Total Points 7 15 
Overall Toughness of Training/ Assignment Add cumulative scores in box 5 = toughness 
Maximum toughness score is 100 
5. 
Multiply 
weight x 
Col.3, 
enter 
weighted 
value in 
box 
w 
N 
0 
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Weighting and Scoring. 
Table 38, Method to Determine Degree of Toughness of Training 
Assignment and Identification of Training Difficulties is based on eight indicators 
that might affect the training. These indicators are various ways of showing the 
ease or toughness involved in global training situations. They cover issues such as: 
1. Can the trainer effectively adapt to different rules, norms, staffing levels, 
interaction, performance and facilities? (adjustment issues); 
2. Can the trainer operate in the familiar settings of role plays, case studies 
and other interactive methods, or adapt to self-study, training games and 
lectures? (training techniques); 
3. Can the trainer adjust to new or different situations and conflicts? (rules 
and norms); 
4. Can the trainer be comfortable with an ad hoc rewriting of curriculum or 
work comfortably with the familiar curricula? (staff training levels); 
5. Can the trainer mana 
ge very high and very low levels of training interactiveness? (level of 
training interactiveness); 
6. Can the trainer operate in an environment that may run the range of very 
high commitment to rejection? (trainee commitment & involvement); 
7. Can the trainer operate in both high context and low context settings? 
(formality/informality); 
8. Can the trainer move between value levels of the participants? (shared 
values of training); 
9. Can the trainer move between easy communication to the use of 
interpretors? (trainer mode of communication). 
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It is within this context that we determine how trainers should be prepared, 
and how training designers must adjust training programs intended for transport to 
other cultures. These factors (adjustment issues, training techniques, rules and 
social norms, staff training levels, level of training interactiveness, trainee 
commitment and involvement, formality/informality, shared values of training, and 
trainer modes of communication) are the keys that unlock the identification of 
potential problems in global training. These issues establish the basis for 
determining the minimwn necessary change that must be made in a training program 
as well as trainer adjustments. 
The formality/informality measures give most American trainers pause, since 
they are accustomed to favoring the informal. The logic, however, is that it is far 
easier to present a written paper to a group from a different culture (formal) than to 
hold a buzz session with the same group. The logic usually carries. For the 
purposes of establishing a rational approach, one cannot assume that all scales are 
equal. Just as in Orwell's Animal Farm, some pigs are more equal than others (as 
some scales deserve more weight than others). Thus, to come up with a composite 
score of difficulty of assignment cum toughness of transporting training, I have 
assigned weights to the nine factors. Again, this is based only on my own estimates 
of relative rankings. Table 38 is based on a 100 point scale (except as noted) shows 
TABLE 38 
RATIONALE FOR WEIGHTING OF MEASURES 
Measures Weight Rationale 
1. Adjustment issues 20 Ability to adjust is the single most important trait a trainer needs. 
2. Training techniques 8 Most trainers have a quiver full of options. 
3. Rules and social norms 15 Understanding and being able to adjust to different rules and norms is 
critical. 
4. Staff training levels 5 Actually, trainers routinely move between staff levels and hierarchies. 
5. Level of training interactiveness 5 Training interactiveness is usually valued by trainers, hence high 
interaction is viewed as better (although tougher, see formality/ 
informality, below). 
6. Trainee commitment and 5 Most trainers assume a medium level of trainee commitment and see 
involvement their own job as raising that level. 
7. Formality/informality 12 American trainers tend to the informal; it is important to learn the 
formal as well. In this scale, formal is easier than informal. Think 
about it. 
8. Shared values of training 15 Identifying values is often neglected. They are critical, as will be 
detailed in Chapter 8. 
9. Trainer mode of communication 15 Simultaneous interpretors are almost non-existent. Language skills are 
golden, in spite of the dominance of English. 
Maximum points 100 
324 
So, how can this tool be used to determine toughness? The tables in the following 
xamples have been compressed to make scanning easier. Assume this is an assignment 
0 do training in Malaysia. Malaysia is a peninsula jutting down from Myanmar and 
lhailand. The Indian Ocean and the Straits of Malacca are on the west. The surrounding 
vaters are the Bay of Bengal on the west and the South China Sea on the east. The 
:ountry also includes the northeastern part of the Island of Borneo, namely the provinces 
>f Sarawak and Sabah (with the Kingdom of Brunei in the middle). The people living in 
his country are 55-60% Malay-Muslim. The capitol, Kuala Lumpur, and its surrounding 
rrea is quite modern. Sabah and Sarawak are not. Chinese Malaysians are about 30% of 
the population, and mostly Taoist. Indians form the third group (generally Tamils who 
[mmigrated from Sri Lanka and India). In fact, all three groups (Malays, Chinese, and 
[ndians) immigrated to the peninsula and largely wiped out the previous aborigine groups. 
[n the densely populated regions, the government has provided extensive opportunities for 
!ducation and training. Nonetheless, there is a strong desire to take western-style 
:raining. It is within this context that this example is set. 
TABLE 39 
COMPRESSED TABLE, ASSIGNMENT MALAYSIA 
Adjustment Issues. How difficult will it be to adjust to the 1. 2. 3. 4. 5. 
training in terms of: (Circle responses). EASY<-------> TOUGH Enter Max Divide Weight- Multiply 
Rules and social norms . . . . . . . . . . . 1 2 3 4 5 6 7 total range score by ed weight x 
3 raw score range, value Col.3, Level of staff to be trained ........ 1 2 4 5 6 7 score shown enter shown enter 
Language differences ............ 1 2 3 4 5 6 7 in box in box score in in box weighted 
Level of interaction with trainees . . . . . 1 2 3 4 5 6 7 below below box below value in below box below 
Performance levels ............. 1 2 3 4 5 6 7 
Facilities/equipment ............. 1 2 3 4 5 6 7 
Adjustment Issues. Total Points 19 42 .45 20 9.04 
TABLE 39--CONTINUED 
Training Techniques. How difficult will it be to adjust to the 1. 2. 3. 4. 5. 
training in terms of training techniques used. (Circle responses) Enter Max Divide Weight- Multiply 
total range raw ed weight x 
EASY<--------> TOUGH raw of score by value Col.3, 
Role plays, dramatization 1 2 3 4 5 6 7 score score range, shown enter ..... 
4 in box is enter in box weighted Case studies ............. 1 2 3 5 6 7 below shown score in below value in 
Teams ................. 1 2 3 4 5 6 7 in box box box 
Work groups 1 2 3 4 5 6 7 below below below. ............ 
Interactive training ......... 1 2 3 4 5 6 7 
Small group discussions . . . . . . 1 2 3 4 5 6 7 
Self-study .............. 1 2 3 4 5 6 7 
Training games ........... 1 2 3 4 5 6 7 
Lectures ..... ' ......... 1 2 3 4 5 6 7 
Training Techniques. Total Points 25 63 .39 8 3.12 
TABLE 39--CONTINUED 
Tasks & Assignments. For each of the following areas, please circle the number (choose only 1 in each case) that best 
describes the toughness of your (present or past) country training situation. 
Rules and Social Nonns (circle only one) 1. 2. 3. 4. 5. 
Are virtually the same . . . . . . . . . . . . . . . . . . . . . 1 Enter Max Divide Weight- Multiply 
Have only minor variations . . . . . . . . . . . . . . . . . . 2 total range raw ed weight x 
Have some sensitive areas .................. 3 raw of score by value Col.3, 
Require some modification to the training 4 score score range, shown enter ........ 
Require a fair amount of modification to training .... 5 in box shown enter in box weighted 
Require a lot of modification to the training . . . . . . . . 6 below in box score in below value in 
Require modification, are difficult to comply with . . . . 7 below box box below 
Rules and Social Nonns. Total Points 4 7 .57 15 8.55 
Staff Training Levels (circle only one) 1. 2. 3. 4. 5. 
Are virtual! y the same . . . . . . . . . . . . . . . . . . . . . 1 Enter Max Divide Weight- Multiply 
Have only minor variations .................. 2 total range raw ed weight x 
Have some areas where the staff has no training . . . . . 3 raw of score by value Col.3, 
Require some modification to the training 4 score score range, shown enter ........ 
Require a fair amount of modification to training .... 5 in box shown enter in box weighted 
Require a lot of modification to the training . . . . . . . . 6 below in box score in below value in 
Require an almost completely different curriculum . . . . 7 below box box below 
Staff Training Levels Total Points 4 7 .57 5 2.85 
TABLE 39--CONTINUED 
Level of Training Interactiveness (circle only one) 
High interactive: roleplay, teams, smallgroup, discussion 1 
Low interactive: teams, small group, class discussions 2 
Moderate conservative: small group/class discussions .. 3 
Lecture, discussion, questions . . . . . . . . . . . . . . . . 4 
Lecture, questions ....................... 5 
Lecture, individual study . . . . . . . . . . . . . . . . . . . 6 
Lecture from book . . . . . . . . . . . . . . . . . . . . . . . 7 
1. 
Enter 
total 
raw 
score 
in box 
below 
Staff Training Levels Total Points 2 
Trainee Commitment & Involvement (circle only one) 
Have a high commitment to the training .......... 1 
Are very interested but uncertain of purpose . . . . . . 2 
Are not sure they can deal with the training . . . . . . . . 3 
Do not see the training as relevant to them . . . . . . . . 4 
Are bored and feel there is little to gain . . . . . . . . . . 5 
Resent being required to take the training ......... 6 
Reject the training as foreign and irrelevant . . . . . . . . 7 
1. 
Enter 
total 
raw 
score 
in box 
below 
Trainee Commitment & Involvement Total Points 2 
2. 
Max 
range 
of 
score 
shown 
in box 
below 
7 
2. 
Max 
range 
of 
score 
lS 
shown 
in box 
below 
7 
3. 
Divide 
raw 
score by 
range, 
enter 
score in 
box 
.28 
3. 
Divide 
raw 
score by 
range, 
enter 
score in 
box 
below 
.28 
4. 
Weight-
ed 
value 
shown 
in box 
below 
5 
4. 
Weight-
ed 
value 
shown 
in box 
below 
5 
5. 
Multiply 
weight x 
Col.3, 
enter 
weighted 
value in 
box below 
1.4 
5. 
Multiply 
weight x 
Col.3, 
enter 
weighted 
value in 
box 
below. 
1.4 
(.;J 
N 
00 
TABLE 39--CONTINUED 
Formality/Informality (circle only one) 1. 
Will the main type of training interaction be formal . . . 1 Enter 
Will the training rely on didactic approaches . . . . . . . 2 total 
Will the training primarily involve assigned activities . . 3 raw 
Will the training use personal and non personal modes 4 score 
in box Will the training involve shared experiences . . . . . . . 5 below Will the training communication be mostly face-to-face . 6 
Will the main type of training interaction be informal . . 7 
Formality/Informality Total Points 4 
Shared Values of Training (circle only one) 
Have already bought into the values . . . . . . . . . . . . 1 
Have some concerns about the values involved . . . . . . 2 
Are seeking ways to reconcile value differences ..... 3 
See a few values that they do not accept . . . . . . . . . . 4 
Find a significant number of value differences . . . . . 5 
Reject the values implicit in the training . . . . . . . . . . 6 
Training is unacceptable due to value differences . . . . 7 
1. 
Enter 
total 
raw 
score 
in box 
below 
Shared Values of Training Total Points 5 
2. 
Max 
range 
of 
score 
shown 
in box 
below 
7 
2. 
Max 
range 
score 
is 
shown 
in box 
below 
7 
3. 
Divide 
raw 
score by 
range, 
enter 
score in 
box 
.57 
3. 
Divide 
raw 
score by 
range, 
enter 
score m 
box 
.71 
4. 
Weight-
ed 
value 
shown 
in box 
below 
12 
4. 
Weight-
ed 
value 
shown 
in box 
below 
15 
5. 
Multiply 
weight x 
Col.3, 
enter 
weighted 
value in 
box below 
6.84 
5. 
Multiply 
weight x 
Col.3, 
enter 
weighted 
value in 
box below 
10.65 
TABLE 39--CONTINUED 
Trainer Mode of Communication (circle only one) 1. 2. 3. 4. 5. 
Common language (more or less) 1 Enter Max Divide Weight- Multiply ............. 
Significant amount of local language capability . . . . . . 2 total range raw ed weight x 
Small amount of local language capability . . . . . . . . . 3 raw of score by value Col.3, 
Professional simultaneous interpretation . . . . . . . . . . 4 score score range, shown enter 
Professional sequential interpretation ............ 5 in box shown enter in box weighted 
Local untrained interpretor .................. 6 below in box score in below value in 
Instruct local person, then observe ............. 7 below box box below 
Trainer Mode of Communication Total Points 1 7 .14 15 2.1 
Overall Toughness of Training/ Assignment Add cumulative scores in boxes 2 - toughness 
Maximum toughness score is 100 
45.95 
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Thus, on a scale of 100, our Malaysian-bound trainer and training program 
will probably have some rough times. However, if the training program had a few 
advanced.fixes put in place, things could go much better. First of all, the language 
is relatively easy, but the values may well be a major problem. Muslim concepts of 
enchalla, or as God wills, is often perceived by Westerners as an excuse for not 
completing work assignments. Muslims, on the other hand, see Westerners as 
always trying to take, the place of God. Moderation in both directions (such as the 
Westerners agreeing that a work assignment is to be completed, unless enchalla) and 
that Malays agree that except as enchalla, reasonable tasks should be accomplished 
in reasonable time. With that delicate balance, we begin to unload value differences 
and establish some new norms. 
That is the process we must learn to do: link apparently contradictory values 
and provide a resolution. This works for the individual trainer/trainee and for the 
design of the training program. To a great extent, the method by which we can 
deconstruct the model as a training program and then reconstruct it in a form more 
adaptable to a local culture will be dependent upon the following components: 
1. The acquisition of as major comparative data set (between US and Country 
A, between Country A and Country B, much of which is available17) and related to 
how training is conducted in a given countries. The issues to be identified are the 
nine basic issues listed earlier identifying adjustment issues, training techniques, 
rules, and social norms, staff training levels, trainee commitment and involvement, 
formality/informality, shared values of training, and trainer mode of communication 
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(see Tables 33-36). 
2. The sorting of the different variables, entering the scores in a Table. 
Calculating the total. The relative difficulty of toughness for the trainer and/ or the 
training program is spread over a range of 100. 
3. Identifying potential areas where changes can be made in the scales by 
adjusting conflicts. 
4. Establish the minimum necessary changes in the training programs and/or 
specialized training for the trainer. 
Additional material on this process is included in this chapter as well as 
chapters 8. 
Other Measures 
In earlier chapters of this work, I have frequently mentioned the work of 
others in developing effective measures of comparison that allow us to understand 
how we might identify cultural differences, thus allowing us to find the areas where 
the minimum necessary change may be made in training programs. Among these 
are Geert Hofstede for his comprehensive work with global managers; Edward Hall,, 
the cultural founder of a basic view of how we function in cultures; Talcott Parsons, 
the brilliant, dense writer who set us on the path of cultural variables; Fons 
Trompenaars, who brings us back to the cultural relativism of cultures balancing 
universalism with particularism; and, of course, Albert Bandura's work on the 
reciprocal relationships among the components of his social learning theory. All of 
these people keep pointing to a new and better understanding of the problems of 
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transporting training, trainers, and just ordinary people across cultures and cultural 
barriers. 
Samples of the Process 
Having described the process of building a training related country analysis, 
it would seem that a few examples would be useful. The first part of the Country 
Analysis Training Report deals with context, cultural toughness, and measures of 
differences between cultures. These are the by now familiar measures used in this 
dissertation, including: 
• Hall -- Socio cultural context; 
• Parsons/Trompenaars -- 100 point Rating measures covering 
universalism/ particularism, ascription/achievement, diffuse/specific, 
neutral/emotional, and collectivism/individualism; 
• Hofstede -- 100+ points scale on individualism/collectivism, power 
distance, uncertainty avoidance, masculinity/feminism, 
individualism/ collectivism; 
• Dennis -- Cultural toughness: country assignment, Dennis ranked list of 
countries, scale 1-13; 
• Degree of toughness of training/transporting assignment based on scales 
described in this Chapter 7. 
These measures/techniques lead to a total score on the toughness of 
assignment. 
The second part of the report is in narrative form, describing qualitative 
commentary on each section of the training model from the point of view of a 
cultural participant observer. Their voices are used in the narratives, with some 
grammatical changes. The section numbers used in the commentary are keyed to 
Appendix 1, parts 1 and 2, BASIC SUPERVISION. Thus, if a commentary 
includes a reference to "ROLES-Opening Conversation," it is a reference to the 
BASIC SUPERVISION opening activity dealing with the roles of supervisors. 
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The first case, India, will be familiar to you in the area of comparative 
analysis used in chapter 4, selection. The commentary represents an in-depth 
analysis, and adds the final qualitative dimension. The second and the third cases 
deal with Spain and Australia. Additional commentary is included at the end of 
each report. The narrative report is presented outside the Table in order to facilitate 
reading. The detailed commentary is more accessible if you look over Appendix 1. 
TABLE 40 
INDIA REPORT 
Socio-cultural context (Hall). Context Context 
High Low 
Rating measures (Parsons/Trompenaars) 100 points Country U.S. 
Universalism/particularism (low) 59 95 
Ascription/achievement (high) 61 77 
Diffuse/ specific(high) 76 85 
Neutral/ emotional(high) 72 89 
Collectivism/individualism(high) 26 40 
Rating measures (Hofstede) 100 points Country U.S. 
Individualism/ collectivism(low) 48 91 
Power distance(high =accept inequality) 77 40 
Uncertainty avoidance(high =threatened) 40 46 
Masculinity/feminism(low = caring, quality life) 56 62 
Cultural Toughness (Country assignment, Dennis 11 100 
ranked list of countries, scale 1-13) 
Degree of toughness of training/transporting 43.16 100 
assignment. Chapter 7. Total score 
Changes to be made in Model: Basic Supervision model, based on this chart 
and the Technique/Values are shown below by session. 
Country Training Context (Historic) 
Training in India is primarily cognitive. Delegation is very difficult to 
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effect; discipline and indiscipline are used frequently. Discipline, somewhat like our 
meaning, is used so frequently that indiscipline has been coined to address an overall 
attitude of disrespect. It will be a difficult place to introduce interactive training, 
appraisal, and sensory training. Formal type cognitive training may be the only 
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alternative. 
India Report Commentary - Pre Session Comments 
English: fact vs. reality. Ask only the most simple of questions. For 
example: instead of "how do you feel when effective communication is going on?", 
one could ask, "When you are trying to talk to somebody and you know they 
understand you, how do you feel?" As the training is being conducted for 
supervisory personnel it is very important to speak in the simplest English. A trainer 
must also be prepared to explain every question he/she asks the trainees as well. 
The reason for this is that, although most Indians pride themselves on knowing 
English, the fact is that it is a bare minimum. Moreover, supervisory personnel 
generally have mastered English not through school but through listening to others. 
The fact that each State in India has its own language along with many others is also 
to be considered. Even "Hindi" which is supposed to be the national language of 
India (along with English) is not spoken or understood in the southern part of the 
country. 
India had been under the British rule for nearly a century before it attained 
its independence. When the Britishers left India so suddenly the country was left 
shaken. The joy of freedom was drowned in the rush to establish a 
political/economical system to carry the nation through. The easiest way for the 
government to manage its many tasks was to borrow the policies and practices that 
the Britishers had left behind instead of revamping the entire system. As a result, 
most of the nation's laws, education system, financial practices, etc. are copies of 
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those in England. Thus, the Indian people are accustomed to a western culture, 
which is the main reason why one will not find much conflict with the training 
programs that have been imported from America. The only difficulty arises when 
provisions in the training programs clash with the beliefs or practices that have been 
ingrained in the people by the Indian culture. Most of the changes recommended in 
the program, although mentioned only once, apply to all similar situations. 
S~ion 1 Roles - India 
In the reflective portion of the discussion, we say, 'what are some of the 
feelings and emotions that you experience when you deal with different situations'. 
Recommended change: what are some of .... and emotions that you experience when 
you deal with (name a task that the trainee has named in question 2 of the objective 
discussion). Rationale: Very few companies in India are equipped with a work force 
that is open, in terms of voicing their feelings, or in participating in discussions. 
Much of this may stem from the culture, which teaches one to be reserved -- talk 
only when needed. Most of our leaders whom we consider our role models 
epitomized the showing of ability through actions. Getting across the core content 
in a lecture format is an ideal choice for the Indian scene. The Indian education 
system stems from that of the British, and the British system relies on lectures as a 
form of teaching. In the first step of Stage 1 the facilitator asks the participants to 
name qualities they believe the group has in common. Recommended Change: 
Give the trainee a few minutes to write the responses on the paper and then ask 
him/her to volunteer the responses. The Indian mentality is inherently against 
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participation in a crowd. Moreover, since this type of participation in groups is 
relatively new, the time given to write on the paper for themselves will prepare 
them for the participation. The balloon icebreaker: have this as the first icebreaker, 
i.e. the opening activity. In large groups it is good to start interactions on a smaller 
scale at first. Participants might become introverts in large groups. Once they have 
made contact with one or two other people, they feel confident to take on the whole 
group. The Wallboarding exercise: The facilitator can give the group white cards 
and ask them to write anything else they wanted to and put it up on the wall. It will 
give the participants an opportunity to express their ideas that were overruled by 
their group. 
Session 2 Leadership-India 
In the reflective portion of the conversation we ask the question "How did 
this person affect you?" Recommended change: "Did these leaders affect you in 
any way? If so could you tell us about any part of your life that has been changed 
due to the leader." Indians tend to withdraw when questioned too directly or when 
they believe the question to touch on a personal matter. For the Indian population a 
lesson that is taught from childhood is never to exhibit one's feelings. It is 
sometimes taken to the extreme where people interpret it to mean "Do not talk to 
somebody you do not know for more than the obligatory two minutes." Therefore, 
the more questions you ask to ease their way into the conversation the better the 
response. 
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Session 3 Communication and Contlict-lndia 
In the lecture on the development of leadership styles there is reference to 
authoritarian type of leadership. Recommended Change: Refrain from using the 
management in Indian companies as an example for this type. It makes the 
participants defensive. Although it is true to a certain extent, it is not acceptable for 
an outsider to point out the weakness. Step three of the process: Explain the 
scenario/roleplay before asking for volunteers. Rationale: Since the majority of the 
people are introverted by nature, they will not volunteer unless they are sure that 
they can perform the task. In the entire exercise, use very simple language (see pre-
session comments). Optional Scenario: The company earlier allowed/turned a deaf 
ear to the employees taking 15 minute breaks every hour that they worked, even if it 
was not a part of their work schedule. But now it wants to change all of that. 
Rationale: It is a common occurrence in the organizations in India, particularly the 
public enterprises. 
Regarding the role play about Tom and Paul: the trainer should be prepared 
to receive responses like 'I'll tell Tom to do the work to appease the boss's friend.' 
In India it is common practice for superiors to yell at their subordinates. A 
supervisor is more concerned at keeping his boss happy with him. Engage the 
participants in a discussion after the role plays are enacted. Narrating each of these 
situations as if it were from personal experience will create more involvement 
because it makes the participants believe that they are trying to find solutions or 
analyze a real life problem, rather than one that is fictitious. Before asking them to 
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write out ways to deal with the problem, it would help to include questions like: 1. 
What do you thinkjust happened there? (to give them a chance to recap the 
situation); 2. Why do you think N. behaved like that? Do you think she was just 
unhappy about her job? (these questions will dissect and analyze the situation). 
Session 4 Discipline and The Law - India 
Sexual harassment is a concept that is not spoken of in India. Although we 
find female employees being harassed by their male counterparts or their superiors, 
the problem arises because there is no recourse for the victims of such activity. No 
law has been passed in India protecting people from such actions. Much has to do 
with the fact that the Indian subcontinent still heralds male supremacy. More 
importantly, the presence of women in the workforce is minuscule. The poor and 
inefficient judicial system of the country considers it an insignificant. Another key 
point that may be responsible for this state of affairs is the fact that women in India 
will not come forward with sexual harassment cases (because they will be looked 
down upon by society). 
A general discussion of harassment (instead of sexual harassment) may be 
more effective. This session also calls for the use of a video. Not many 
organizations in India have the equipment, so it is advisable to change it to another 
means of presentation (such as use of black board, or pictures on a chart etc.). If 
the purpose of the session is to create a learning about discipline alone, it is doubtful 
that there will be another topic that relates to India. There are no laws condoning 
any type of discipline. But as stated on page 29 of the model, if ensuring fair 
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treatment is a topic that is covered here, then the reservations made for the 
backward castes in jobs could be used. The government, in its attempt to protect 
the backward castes, has established a 22 % quota of jobs for them in all companies. 
Each state adds its own amount of reservation quota on top of this to gain the faith 
of the populous (the backward castes). The use of case study as a means to teach is 
an effective tool. 
Session 5 Performance Appraisal-India 
An important point to bear in mind is that the bureaucratic style of 
management in India permits the completion of the performance appraisal forms by 
the management without consulting the employee. Furthermore, performance 
appraisal is a relatively uncommon practice. It may be possible to introduce the 
American form, but constant oversight review will be necessary to make sure it 
happens correctly. 
Session 6 Managing-India 
Having a wrap-up discussion after a written evaluation is the most effective 
means of getting feedback from Indian workers. By nature Indians are taught to 
believe that teacher is next only to god. So they are expected to know everything 
and it is disrespectful to question them. As a result of this, and many of other 
facets of the culture, the trainees may hesitate to give negative feedback. But, when 
involved in a conversation about the program, they will talk only if they have 
thought the program was good (here they have the option of not responding). This, 
therefore gives a better measurement of the program's success. Remember, though, 
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that shyness also may be a reason for a person's failure to respond. But one would 
imagine that by the end of a three day training involving constant interaction, the 
shyness would diminish (a little).18 
TABLE 41 
SPAIN REPORT 
Socio-cultural context (Hall). Context Context 
High Low 
Rating measures (Parsons/Trompenaars) 100 points Country U.S. 
Universalism/particularism (low) 52 95 
Ascription/achievement (high) 64 77 
Diffuse/ specific(high) 71 85 
Neutral/ emotional(high) 71 89 
Collectivism/individualism(high) 73 40 
Rating measures (Hofstede) 100 points Country U.S. 
Individualism/collectivism(low) 51 91 
Power distance(high =accept inequality) 57 40 
Uncertainty avoidance(high =threatened) 86 46 
Masculinity/feminism(low = caring, quality life) 42 62 
Cultural Toughness (Country assignment, Dennis' 12 13 
ranked list of countries, scale 1-13) 
Degree of toughness of training/transporting 60.84 100 
assignment. Chapter 8 Total score: 
Changes to be made in BASIC SUPERVISION model, based on this chart and 
the technique/values (Chapter 9, Table 9.1) are shown below by training 
session. 
Pre Sessions Comments-SPAIN 
To best accommodate Spanish culture, completely rearrange time/activity as 
shown: 
1. No working breakfast/do not offer breakfast; 
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2. Start training at 8:30 am--Actually begin training at 9: 15 am, and utilize 
the following schedule: 
9: 15 Conversation: Supervisory Experience Introduction 
9:45 Lecture: Supervision and Today's Workplace 
10:45 Break: Serve Coffee and Bocadillos de Tortilla (Spanish Omelette between 
two pieces of French Bread) 
11:30/45 Workshop 
1: 30 Break for Lunch 
3: 30 Resume/Congregate 
4:00 Conversation: Successful Leaders I have known 
4:20 Lecture: Problem Solving 
5:30 Break (Coffee/Smoking) 
6:00 Workshop: The Situational Leader 
7:30 Close. Will not need to have Sexual Harassment questionnaire. 
~ion 1 Roles-Spain 
Use Option #1 - Good Morning, Conversation. Note: In Outcomes Section/#1 
ensure when talking about "legal problems" that they are legal problems in Spain. 
We will not be using "Common & unique icebreaker" or the "Balloon icebreaker" 
These would be seen as silly. 
Session 2 Leadership--Spain 
Use Option #1: Good Morning, Conversation. Trainer may want to verify 
that this is a general process, trying to fit the optimal leadership style to the given 
situation. However, situations can be dealt with successfully in a number of 
different ways that may not be mentioned here. 
Session 3 Communication and Conflict-Spain 
Possibly "Decisional Section" could be handled by the training staff. The 
Honor issue may make it tough to verbalize weaknesses before the group. 
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However, depending on group dynamics, possibly this section could be used. After 
Active Listening is described (end of 3.23), possibly the trainer/training staff can 
open the floor for questions regarding Active Listening. Instead of using the "total 
smoke free policy" as an example, use tardiness/punctuality as the policy to be 
implemented. This is because the "total smoke free" workplace is not pertinent for 
Spanish culture (at the time these modifications are being made. The end of Stage 1 
and Stage 2 could be modified by using the following: ABC company is instituting a 
tardiness/punctuality policy throughout the entire company, effective in two weeks. 
In the past, ABC Corp. has allowed employees to not be punctual and to be tardy 
regarding coming to work. In this case, top management has made the decision to 
implement the tardiness /punctuality policy without having input from the employees 
and has set a very short time for the policy to take effect. ABC Corp's goal is to 
implement this policy successfully almost immediately. 
Possible driving forces for the new policy: Less business time lost; 
productivity increase; customer service increases due to more time to help 
customers; growth in business. Possible restraining forces: Punctuality/Tardiness is 
the accepted norm; in this culture/Spanish society; Punctuality/Tardiness has always 
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been accepted by ABC company; Transportation in certain areas is extremely 
congested and unpredictable, making length of commuting time hard to predict; 
Parking is difficult in some areas (i.e. Madrid). Due to the honor/respect 
characteristics rooted within the Spanish culture, I would suggest to not implement 
STAGE 3. 
Session 4 Discipline and the Law-Spain 
Use Option #2 Good Morning, show video: "The Troubled Employee" or 
another suitable choice. Note: In OUTCOMES section - #3, ensure laws covered are 
pertinent to Spain. Sexual Harassment is not a viable topic in the Spanish culture. 
However, STAGE 1 could involve the training staff talking about the importance of 
respecting each other in the workplace, and how this is accomplished. The 
utilization of the questionnaire would not be done in the Spanish culture, therefore 
STAGE 1 will only encompass the afore-mentioned, and STAGE 2 should focus on, 
as a Supervisor, 1) How do you promote respect in the workplace? 20 What could 
you do to support this initiative (Awareness activities, meetings). Will not be using 
questionnaire. Section 4.22 Law in the workplace/new laws at time of training may 
necessitate modifying this section should be modified. Spain is not as developed in 
the "new laws" listed in this section; therefore enforcing these laws at this point is 
not pertinent in their culture. However, times are constantly changing, and research 
should be done at time of training to see what of this section is pertinent. Sections 
4.23 and 4.24, need to be taught and the trainees will take what is pertinent and 
discard what is not. It would be most beneficial if training staff did ST AGE 1 and 
STAGE 2. Possibly Tardiness/Punctuality could be the subject of the role play. 
Therefore, in STAGE 2, Step 2 needs to be eliminated. 
Session 5 Performance Appraisal-Spain 
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In the Spanish culture, Performance Appraisals do not currently exist as they 
do in the United States. They are done informally, and usually are not documented. 
It would be a good time to stress your knowledge of the Performance Appraisal 
system in Spain, and stress the benefits of looking closer at the Performance 
Appraisal process. In "REFLECTIVE" section, only focus on what happened in best 
performance review. Due to "machismo" and honor characteristics in culture, do 
not ask individuals to disclose "What happened in your worst performance review?." 
Acknowledging negatives is not acceptable. Should stress benefits of efficient 
Performance Appraisal System. When talking about legal concepts pertaining to 
Performance Appraisals {ST AGE 1) and laws that affect performance appraisals 
(STAGE 3), be careful to research current laws in effect in Spain. Spain has 
stringent labor laws, and has equal employment opportunity laws, but does not have 
laws regarding performance appraisals (as mentioned in the Modification section for 
Session 4/Discipline and the Law, Section 4.2). Research needs to be done at the 
time of training to see what Spanish laws would need to be mentioned that are 
pertinent to STAGE 3 of this section. 
Session 6 Managing--Spain 
Due to respect/honor characteristics rooted in Spanish culture #3 of 
Reflective Section should be dropped, due to trainees not wanting to 
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disrespect/dishonor trainers. Spain is considerably different from the U.S., but most 
of the differences appear to center around hours of work and sensitivity to honor. It 
is not nearly as hard a fit as some of the others. 19 
TABLE 42 
AUSTRALIA REPORT 
Socio-cultural context (Hall). Context Context 
High Low 
Rating measures (Parsons/Trompenaars) 100 points Country U.S. 
Universalism/particularism (low) 71 95 
Ascription/achievement (high) 79 77 
Diffuse/ specific(high) 96 85 
Neutral/emotional(high) 82 89 
Collectivism/individualism(high) 70 40 
Rating measures (Hofstede) 100 points Country U.S. 
Individualism/ collectivism(low) 90 91 
Power distance(high =accept inequality) 36 40 
Uncertainty avoidance(high =threatened) 51 46 
Masculinity/feminism(low = caring, quality life) 61 62 
Cultural Toughness (Country assignment, Dennis' 13 13 
ranked list of countries, scale 1-13) 
Degree of toughness of training/transporting assignment. 33.22 100 
Chapter 8 Total score: 
Changes to be made in the BASIC SUPERVISION model, based on this chart 
and the technique/values are shown below by training session. 
Pre-Session Comments--AUSTRALIA 
The literature indicates that Australia is both highly active and innovative in 
human resource development. The first thing I would do is c heck with the 
company's Australian subsidiary to see what they may already be doing. If they have 
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something in place, do not try to force the "Yank" training on them. Unions are 
very strong in the Australian workforce. Check to see what unions might be 
affected by this training. This involvement might not be the people who will be 
trained, but the workers who will be the recipients of the participative management 
style and delegation of responsibility. Negotiations may need to be entered into to 
change workplace practices depending on union rules and job descriptions. It is a 
very good idea to get someone local to help you adapt the document. Not only will 
you get buy-in, but it will probably save you a lot of work in the area of researching 
Australian labor laws. Put the entire document through an Australian/British spell 
checker and print it on A4 paper (actually it probably makes more sense to make 
these changes after all other changes have been made, but it is something that should 
be thought of up front.) The Australians are quite adamant about the "correct" 
spelling of their words and the correct pronunciation. The paper size is important if 
binders are going to be used. Also, replace American slang and vocabulary with 
appropriate Australian words. The Australians, for the most part, like Americans, 
but they do get tired of having American "things" rammed down their throat. I 
would schedule a reception either the night before or the first night of training to 
introduce yourself, but don't allow it to last too long. The Australians do enjoy their 
grog. Allow them to bring spouse or spousal equivalent.20 Other than this 
reception, make sure the training does not go into evenings or weekends. The 
Australians do not live to work. Their families and leisure time are very important 
to them. Australians do not work at the fast pace of the Americans. You should 
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plan to go slower than in the U.S. You need to schedule plenty of smoke breaks. 
The above comments assume a class of true-blue Aussies. If,. in fact, the class is 
composed of a cross-section of Australia's now diverse population, other factors will 
come into play. I know of one small company of 30 employees which was composed 
of 19 nationalities. 
Session 1 Roles-Australia 
This might become a four-day session if you start at 1 :00 on the day after· the 
reception. Also, by starting at 9:00 AM, you may have to move part of something 
to the fourth day. The above starting times might have to be adjusted to meet the 
schedule layout. More smoke breaks might be necessary. Opening: The only 
"change" needed here is to make sure that the leaders chosen for the pictures are 
people that the Australians would identify as leaders. Any of the 3 options would be 
ok in Australia, but they would probably prefer option 1. Now is the time to begin 
to extol the benefits of participative management, teams, and delegation of 
responsibility. 
To be aware of legal problems in the Australian workplace, you should 
already have researched union ramifications and other employment legalities. If 
there were going to be union problems, these problems should have been resolved 
prior to starting the training session. 
Perhaps an opening exercise showing what happens when you share "power" 
should be used. This is a simple exercise of lighting one match (use long match 
sticks) and then using that match to light everyone else's. This illustrates what 
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"giving away the power" can do; in this case, more light. When going over the 
basic course design, you may have to adjust this document to reflect four days or 
3.5 days. Make sure that a plug for participative management and teams is put in 
here. If any of the discussion options are used, make sure to ask participants what 
they expect to get from the training session. If the participants don't realize it from 
this exercise, make sure to let them know that more can be accomplished by 
combining efforts than by working alone. They must be made to see the benefits of 
teams. 
Session 2 Leadership-Australia 
As mentioned before, use leader examples that Australians will relate to. In 
order for this session to be a success, they have to want to build successful teams. 
Hopefully, you have put in enough convincing by now. 
Session 3 Communication & Conflict-Australia 
Words may need to be changed here. "Griping" in Australian is called 
"whinging". The smoking example may or may not be relevant. I don't remember if 
it was a company dictated policy or a government dictated policy that did not allow 
smoking in the building. It can probably be used and work. In Stage 3, the 
vocabulary may need to be altered to reflect Australian usage. "Raise" would be 
"increase", "buns" might be changed to "bum", "goofoffs" would be "slackers", and 
"jeez" might be changed to "bloody hell." Here, again, Australianize (Austril) the 
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vocabulary of the case studies. An example, "college kids" would become 
"unistudents". 
Session 4 Discipline & the Law-Australia 
If a video is used, make sure it is Australian or a John Cleese video. What 
are the Australian laws about sexual harassment? They exist, but it is still a very 
chauvinistic society. The questionnaire is suitable. Again, make sure the video is 
Australian or British. There is no OSHA or ADA in Australia. At entry level jobs 
like McDonald's, people do get paid differently depending on age, so an older 
teenager will be fired to bring in a younger one at a cheaper rate. Check Australian 
labor laws. Classified ads specify ages, gender. Make sure role plays reflect real 
Australian situations. Again, make the case study reflect an Australian Bank. Ensure 
it is a proper Australian banking scenario. 
Session 5 Performance Appraisal--Australia 
Review Australian labor law to ensure proper content. You should need no 
changes, but make a sanity check against Australian labor laws and the Labor Courts 
just in case. Use Australian performance appraisals from different companies. 
Session 6 Managing--Australia 
The benefits of teams and delegation need to be reiterated. You may need to 
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add further successful team stories. Three day may need to be altered to four day, 
as noted earlier. The Questions are ok. Evaluation form needs no changes. 
Australia and the U.S. are closely related. Interestingly, measures such as 
Trompenaars and Hofstede show Canada as the only other comparable country. 
New Zealand and the United Kingdom cultures are considerably further away from 
the U.S. and Australia. 21 
What Does This Mean? 
The three studies -- India, Spain, and Australia -- yield information that is 
both quantitative and qualitative. The quantitative materials provides a "hard" edge 
(a 43.16 differences for India, 60.84 difference for Spain, and 33.22 difference in 
Australia on the Toughness Scales). Thus, for example, Australia would be would 
be the most compatible with American trainers, India second most, and Spain most 
difficult out of the three described. The additional analysis in chapter 8 will provide 
more information. 
Conclusion 
This chapter focused on transporting training programs. It illustrates the 
steps necessary to assess what parts of the model need to be adjusted according to 
the concept of minimum necessary change. This approach can be improved upon, 
but it does yield good results as is. With small changes having little to do with core 
value content, the training program can be functionally useful and transportable to 
other cultures. Using these techniques, one can achieve minimum necessary change. 
Can global training programs be effectively transported to other countries and 
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cultures? Yes, but not without much detailed work on a country-by-country basis. 
The next chapter will delve into the issue of values and techniques, with examples of 
sections of the model, and issues impacting minimum necessary change. The final 
chapter will conclude with needed changes and a view of the future of global 
training. 
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ENDNOTFB 
1. A social context describes a very broad range of values that impacts broadly 
in some frame such as a nation-state, an ethnonationalist group, a subculture, perhaps 
even a graduating class. A culture implies an even more detailed set of interactions 
and values, such as language, rank, education, history, artifacts. A corporate culture, 
therefore, is a fairly non-descriptive name, but it is used frequently. 
2. Greens as a term seems to have originated in Europe as an environmental 
movement. Culturally, it has expanded around the world as a movement into areas 
such as "small is better", "environment is more important than the needs of people", 
"animal rights", and so on. In global human resource terms, there is often a clash 
between the greens desire that business should go totally local, the business custom of 
almost totally ignoring such issues. In the latter case, my personal; experiences is 
that business has become increasingly sensitive to such issues. That, however, is not 
enough for the greens. 
3. D. Jack Coale, "International Barriers to Progress," Journal of Management 
Development: (V.1, 13 No.2, 1994). pp.55-56. 
4. J. Stewart Black, Hal B. Gregersen, and Mark E. Mendenhall, Global 
Assignments: Successfully expatriating and repatriating international managers. (San 
Francisco: Jossey-Bass, 1992). 
5. Yet, we live so near -- fifty percent of Canadians live within fifty miles of 
the U.S. border. 
6. Walker Connor, Ethnonationalism: the guest for understanding: (Princeton: 
University Press, 1994). Blood is the term used by Connor and most others studying 
ethnonationalism. Not "blood lines" or anything else that would moderate the 
extreme impact of the word blood. 
7. Ibid. pp.98-99. 
8. Ibid. 
9. See Preface. 
10. Op.Cit. Connor. See Chapter Seven, Ahistoricalness: the case of Western 
Europe. pp. 164-191. 
11. Vincent A. Miller, The Guidebook for Global Trainers, Amherst, MA: 
Human Resource Development Press, 1994). The Atlanta Olympics Committee 
touted 197 countries participating. It would appear that a number of these would be 
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better classified as would-be countries. 
12. Sarah M. Pickert, Preparine For A Global Community: Achieving an 
international perspective in hieher education. (Report Two, 1992 ASHE-ERIC Higher 
Education Reports; The George Washington University, 1992). pp.20-21. 
13. Fons Trompenaars, Ridine The Waves of Culture: Understanding Cultural 
Diversity in Business, (London, Nicholas Brealy Publishing, 1993). See Trompenaars 
discussion of the different forms of business structures, discussed earlier in this 
dissertation. 
14. Op.Cit. Black, Gregersen, Mendenhall. pp.100-101. 
15. Ibid. pp.100. 
16. Ibid. p. 101. 
17. The work of Trompenaars and Hofstede provide quantitative data banks of 
very high quality. 
18. Srilatha Mova, a native Indian, was a graduate student at the Institute of 
Human Resources and Industrial Relations and contributed considerably to this study 
as part of an ongoing project in Global Training. 
19. Susan Hasen-Sinz and Delores Priegnitz were graduate students at the 
Institute of Human Resources and Industrial Relations and contributed considerably to 
this study as part of an ongoing project in Global Training. 
20. "Spousal equivalent" is Australian usage, and certainly demonstrates that 
Americans are not the only people engaged in euphemizing the language. 
21. Dee Knutsen was a graduate student at the Institute of Human Resources 
and Industrial Relations and contributed considerably to this study as part of an 
ongoing project in Global Training. Dee spent several years conducting training in 
Australia. Friederika Kaider contributed material on Australia over many years by 
regaling me with tales of her native Australia. 
CHAPTER 8 
APPROACHES TO ADAPTING TRAINING CURRICULA 
Principles, Values, and Techniques 
Minimum necessary change for maximum benefit in transporting training 
programs and trainers to overseas locations is one of three recurring themes 
appearing throughout this dissertation research project. . The other two themes are 
context and cultural toughness. The latter two concepts have been frequently 
addressed in chapters 1-8. Minimum necessary change is the final element 
considered to be necessary to demonstrate how to send trainers and training 
programs for use in new cultural settings. These three elements (context, cultural 
toughness, and minimum necessary change) are anchored onto the theoretical work 
of Parsons and Bandura. Toughness is anchored onto the theoretical work of Black, 
Gregersen, and Mendenhall. The use of a comparative analysis methodology as 
described in Chapters 4 and 5 provides one level of analysis related to documenting 
differences in training across countries. The expatriate training program described 
in Chapter 6 provides a guideline for a comprehensive program of training. The 
analytical model outlined Chapter 7 creates a checklist of characteristics that will 
allow you to make a reasonable 
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judgement with respect to the toughness of the assignment involved. It should be 
noted that this tool is a mixture of both qualitative and quantitative techniques. 
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In this current chapter, an effort will be made to focus on the conflicts 
inherent in global training programs as well as global training situations. The tools 
that have been discussed should be useful with respect to analyzing the training 
programs/situations. The most difficult part remains how to we address the issues 
of principles, values, and techniques. How do we determine when to change, add, 
or delete aspects of a training program, and lzow much should be changed? 
The reasons for setting forth the concept of minimum necessary change in 
global training programs have already been discussed. Major change in global 
training programs for the sake of cultural adjustment is likely to fall short of giving 
the correct message. The corporation is dominant with regard to its subsidiary. 
Substitute cultures do exist in some places, but they are rare. Programs totally 
adapted to the local subsidiary will cost a great deal of money, and will be serving 
the needs of the local organization rather than the global organization. For the sake 
of continuity, minimum necessary change is likely to bring maximum benefit. 
While the reason (maximum benefit) seems obvious, the other two points 
may be less obvious. If global training is to be effective, trainers must be trained in 
concepts of minimum necessary change. If we have trained global trainers but left 
them with limited training products that are like a bell ringing out 11 American values, 
American values, 11 those trainers will probably not be able to produce much. 
Whatever we do we must above all focus on changing things to make them more 
effective in a local culture/country. At the same time, we must focus on the 
minimum necessary change. 
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Identifying the principles, values and techniques in a training program design 
and operation is not an easy task, but it needs to be done. Start, for example, with 
the idea that we must: 
• Compare and contrast principles, values, and techniques against 
information on target host country(ies) where the training program 
will be used; 
• Identify and list the principles, values, and techniques likely to cause 
major problems; 
• Develop an alternative list of principles, values, and techniques to 
meet corporate needs with a lower level of conflict involved; 
• Determine toughness of transferring training to another country; 
• Identify toughness of transferring trainers to another country. 
Our refinements will not cover everything, but they do not have to cover 
everything. That is where minimum necessary change comes into play. We do not 
want total change. It would, in fact, destroy the relationship of the employer and 
the various units it operates around the world. Complete adaptation would be to go 
to a new place and do things exclusively as they do it there. In theory, that sounds 
OK. In practice, it is the same as a corporate culture shock -- going native. 
Putting it bluntly, although not nicely, if a corporation adjusts by mimicking 
the local corporate mode (or lack thereof), it is likely to produce only about as well 
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as the local corporate culture. That is usually not enough. Successful businesses 
exist to make money as efficiently as possible; they do not seek to be the same as 
the local businesses. To the contrary, they seek to do far better than the local 
companies. Thus, those who choose to work for such aggressive organizations are 
stakeholders in a much higher risk organization. If the major corporations of the 
world, ranging from Mitsubishi to Shell to Siemens to General Motors to Microsoft, 
were to completely adapt to local standards, there simply would be no such 
companies. 
The Model: Adapting a Supervisor Training Curriculum for Other Countries 
Why use a model, and why basic supervision? Much of what is described 
above involves comparative analyses. Comparing U.S. training against Country Y 
training is nearly impossible; the element of comparison is missing. BASIC 
SUPERVISION was designed, tested, and refined in a U.S. context for over 10 
years in supervisor and manager training. There is nothing new or exciting about 
BASIC SUPERVISION, except that supervisory training is the staple or backbone of 
most corporate training. BASIC SUPERVISION has also been tested in part in a 
number of foreign settings (Poland, Vietnam, Malaysia, for example). The use of 
the model is essential to a comparative study. It represents a test of theory. 1 
Identifying the Principles, Values, and Techniques in the Model. 
Using comparative analysis to identify value differences is a very important 
part of the process of determining what components have to be changed in a training 
program. As shown in earlier chapters, using scales for comparisons of U.S., 
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Japanese, and Indian values based on context, cultural variables, managerial 
differences, toughness and participant observations, it is possible to define the issue 
of who should be selected for a global assignment. The scales developed earlier can 
identify the toughness of culture, communication, and job issues as well as applying 
these same concepts to the toughness of sending a given training program to a 
different country. That instrument provides a relatively easy system for determining 
how hard it will be to adapt the training program. 
In this chapter we face the problem of finding key American (or other 
country) values and techniques that might disrupt or impact negatively (or positively) 
on a training program. In effect, the need for such information is similar to an 
engineer being handed a working product, and then being asked ..'.:How does this 
work, and can we do it better?" The concept involved is called deconstructing or 
re-engineering. What we must be about, then, is deconstructing the components of 
BASIC SUPERVISION in order to determine the minimum necessary change in the 
product. 
Deconstructing Basic Supervision 
As with almost anything, you first must know your program. In training 
programs, that usually means the curriculum and its design. To deconstruct that 
knowledge, you work backwards: "Why do we do that?" Does this imply a value 
that would be difficult in other places? Does that component in which role plays are 
used present special cultural problems? The model has many of its values and 
techniques explained (at least in part), and thus is a bit easier to engage than many 
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training programs. 
The process is to break out each piece of the program, · subject it to values 
identification, and then compare and contrast these values to the cultures in which 
we might be working. That means there is a need for a good deal of work. It 
sounds like a country-by-country process, but it is not that specific. There are many 
regional groups of countries, common language pools, customs, and traditions. 
While there are about 190 countries, any given corporation is not likely to be 
involved in all of them.2 
In spite of the model's general accessibility to values, many of the problem 
values and techniques are hidden. It takes considerable time to ferret them out for 
systematic consideration. Some examples of American training values would be: 
• We train in a manner that encourages leadership development, 
ignoring the fact that in an ascriptive culture this would be an 
absurdity; 
• One key assumption is that everyone wants to rise to (or at least move 
toward) a higher station in life. There are millions of people 
(including Americans) who just want to do their job; 
• We administer self-assessment tests such as Blanchard and Hershey's 
Supervisor Training Program in the belief that norming is the only 
answer to work behavior; 
• Performance appraisal is roundly condemned by most of the people 
subjected to it. 
• However, the procedure is routinely distorted in application and 
intent, but is still the major method used to determine job success. 
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These are obvious examples. In digging somewhat deeper, we find issues 
such as how to interact (role plays are not acceptable in many cultures; interactive 
training is foreign to many locations). One cannot imagine the task of trying to 
address all issues related to differential values and techniques across cultures. A 
practitioner must focus on the principal issues (i.e., finding out how to apply the 
minimum necessary change). 
In a broad sense, we appear to be imposing our values on cultures that do not 
understand them, or worse understand them and reject them. If you have ever 
worked in a foreign-owned company, you learned what corporate cultural 
imperialism is. The same holds true with American corporations working in other 
countries. None of these organizations are right or wrong in their own minds, but 
they may well be very wrong in the minds of others. 
The deconstruction process is akin to a red flag. 3 As you look at each part 
of the training program, from the smallest to the largest differences, you place more 
red flags on the program. In that process you learn there are generalizations that 
reach a wide range of training situations. The single most common generalization is 
that people in most cultures do not readily warm-up to challenging role plays. 
Is the fact that most people do not like role plays an automatic veto of that 
learning tool? Should we throw them out? Most Americans don't like role plays, 
but trainers use them all the time. Why? Because they usually work to help people 
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understand difficult issues. Done properly, role plays can have a deep impact on the 
trainees. A very old axiom in training is "The deeper the impact, the longer it 
stays." 
Most people resist change. For many people, role plays are an 
uncomfortable type of training/learning, and it is often a very foreign experience. 
None of this means you abandon a learning tool all that easily. Instead, try the tool 
a little slower. You wait for a while, until later in the training, after some bonding 
has been effected, and then introduce the role plays slowly. In cases where it seems 
impossible, try professional actors, or shadow puppets (for example, in Indonesia or 
Malaysia). The tool has a special impact when used properly, and it makes little 
sense to throw away good tools. Instead, you must find the minimum necessary 
change and adapt on that basis. 
Another fairly obvious example of the need for change is the section on law 
in BASIC SUPERVISION (Appendix 1, Page 26). It would seem that U.S. law 
should have little impact overseas. Actually, for American based corporations, this 
is not so. For example, the U.S. is one of the few nations that collect income tax 
on earnings gained outside the country. The U.S. Foreign Corrupt Practices Act 
polices American expatriates. The U.S. Equal Employment Opportunity 
Commission claims the right to file punitive charges against U.S. citizens who 
violate the rights of protected groups who are working in U.S. companies abroad. 
In fact, the section will need changing, but the topic remains important. In fact, 
Czinkota, Ronkainen, Moffett and Moynihan, writing in Global Business, note that: 
No manager can afford to ignore the rules and regulations of the 
country from which he or she conducts international business 
transactions. Many of these laws and regulations may not specifically 
address international business issues, yet they can have a major impact 
on the firm's opportunities abroad. 4 
On the other hand, there are some things in a training program that are 
buried so deeply we may never attend to them. Cultural context variables are 
frequently overlooked. For example, 
In high context cultures, such as Japan and Saudi Arabia, context, or 
the intention and unspoken meaning, is at least as important as what 
was actually said. The speaker and the listener rely on a common 
understanding of the context. In low context cultures, however, most 
of the information is contained in the words. North Americans 
engage in low-context communication. 5 
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Over a three year period of research, our research team identified many red 
flags. There were a great many suggested changes, going far beyond any concept of 
minimum -necessary change. There was a clear need to refocus and look at the 
deeper issues (for Americans this usually meant leadership, religious and/or high 
context issues; for people from other cultures it could be many other issues). These 
issues involved values, but were of far greater seriousness than role plays or silliness 
in some exercises. Many of these values were routinely violated in corporate 
training programs. For example, trainers often insist on conducting training right 
through the hours of prayer in Muslim countries. The insensitivity to cultural 
differences never entered their minds! A similar problem exists with siestas --
German, American and most other trainers from the West (except Mexico, the 
Caribbean, and most of Latin America) think they can just ignore the siesta custom. 
Then, they get angry when the local trainees ignore them and always arrive late. 
Sensitivity is what this is about, cultural sensitivity. 
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That was how I came to the notion of minimum necessary change: there were 
just too many changes that could be made. The answer had to be in the other 
direction. What are the minimum changes it will take to make the program work 
effectively? 
There are, of course, many variables that can be examined: language; verbal 
and non-verbal signals; religion in its many forms; levels of education; nature of the 
organization; organization cultures; values; attitudes; customs; manners; social 
policies and organizations; environmental issues; hygiene; and on and on. We 
passed out two variables (techniques and values). Techniques and values were 
selected because almost all sort of training programs involve these variables. 
When you look at the instrument we developed, you will see a listing of the 
red flags. You will also see that there are choices in addition to the red flags. The 
grids are based on the BASIC SUPERVISION program, which is included in 
Appendix 1, Part 1.1. The page numbering (at the top of the page, usually in the 
header for the topic) is keyed to BASIC SUPERVISION. The pages itemizing the 
techniques and values are shown in Appendix 1, Part 1.2. Regular chapter page 
numbering continue at the bottom of the page. 
Using the Tool 
• First, you select a specific country where you intend to use the model 
(the BASIC SUPERVISION program in Appendix 1, Part 1.1); 
• Second, you compare the model with the Techniques and Values in 
Appendix 1, Part 1.2; 
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• Third, you jot down issues and anomalies as you go along, page by 
page; 
• Fourth, you go back and look again based on the idea of minimum 
necessary change; 
• Fifth, you define changes, deleting and adding the minimum amount 
necessary to make the program work. 
Putting it another way, one looks at the BASIC SUPERVISION page in 
Appendix 1, Part 1.2, then look at the flags in Appendix 1., Part 1.2. You then 
start asking yourself such questions as: 
• Is there a strong need for change? 
• If so, what? 
• What is the alternative? 
• What other options might exist? 
• What, if any, is the minimum necessary change on this particular 
page? 
As you begin to build a base of changes, you continuously challenge the 
necessity of change based on the concept of minimum necessary change. 
A series of these charts appear on Appendix 1, Part 1.2. They include four 
sample flags to demonstrate the problems, and suggestions that lead to minimum 
necessary change decisions. One example addresses the function of roundtable 
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discussions, a commonly used tool in the model. The comments imply that where 
rote learning is common, value laden discussions as part of training may be 
unacceptable and/or not appropriate. Assume you are examining the question of 
transporting the model to a specific country. Looking at the choices, how would 
you adjust this section of the model (if at all) based on minimum necessary change? 
TABLE 43 
ROLES-CONVERSATION 
Appendix 2, Page 5 1.1 ROL~ - Conversation 
TECHNIQUE 
Roundtable 
discussions 
VALUE 
• In some cultures trainee participation may not be 
highly accepted. 
• Rote learning may be the appropriate style in a 
culture. U.S. values participation. May need a mix 
of rote and participation. (Example: learn by rote 
training techniques; then apply them.) 
Sharing of facts, • 
ideas, emotions 
Discussing these issues may be difficult in some 
cultures or considered inappropriate because of 
class or hierarchy. and expectations. 
Group 
discussions 
• Some cultures may expect the instructor to know 
the training objectives, and simply state them. 
• Cultures have different time orientations; may not 
answer future questions. (Example: Muslims may 
find it offensive, since the future is known only to 
Allah. 
• Consider keeping conversation at a group level 
rather than individual; may make people more 
comfortable. 
• Managers may not correspond or discuss with 
subordinates/group members. 
• Difficult having managers come up with what the 
whole group has in common. 
• May need to segregate managers and subordinates 
in separate training cohorts. 
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Table 44 exposes some of the usually deeply buried values, including pride, 
satisfaction in accomplishment, and a fair amount of bragging. This usually puts 
people in a future state of mind, which in turn implies some form of people-
manipulating-events. While people-manipulating-events virtually characterizes U.S. 
culture, it is an unacceptable premise to Muslims and many other religious groups. 
If you were training in countries such as Saudi Arabia, Malaysia or Tunisia, could 
you devise an approach that would not offend the trainees? The first question 
should be: can we lump these countries together? The answer is probably not. Saudi 
Arabia is the most conservative of the three, unless you are training Saudi's outside 
the Kingdom. In that event, many would be more liberal; many of the more 
restrictive rules are treated as applying only in the Kingdom. In Malaysia, the 
question would depend on the mixture of Malays, Chinese and Indians who would 
be in the training cohort. The Malay people are usually in the majority, and, 
therefore, hours of worship are followed and there is some sensitivity to other 
religious laws. Tunisia, a thoroughly Arab Muslim country, sees itself as the place 
where 11 Arabs come to breathe. 11 Wine, nude beaches, and a European style 
dominate the larger cities. Thus, a one-system approach to changing the model for 
all of the Muslim world just will not work. 
Again, what would be the minimum necessary change, if any, in Table 44? 
TABLE 44 
ROLES - LECTURE 
Appendix 1, Page 6, 1.2 ROLES - Lecture 
TECHNIQUE VALUE 
Goals & accomplish- • Ask what they wish to accomplish; some may 
not be able to because of fatalistic tendencies, 
viewpoint; 
ments (telling the 
trainees what they are 
going to accomplish; 
phrasing the goals so • A void predicting the future or giving perception 
that the trainer should tell the trainees what 
they should accomplish. 
as to not enter into 
the future state of 
mind). 
Supervisory Roles in 
Workplace 
• Some cultures reject this form of gentle cultural 
determinism. 
• Skills will vary for supervisors from culture to 
culture. Adjust listing to actual practice. 
(Example: in highly unionized cultures 
supervisors may not have as wide a range of 
roles.) 
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The next case plants flags all over our concepts of effective communication. 
This demonstrates that one form of communication is not necessarily going to work 
in another culture. Openly dealing with emotions (i.e., expressing a high level of 
emotion), or sometimes any form of emotion is often unacceptable. The typical 
Japanese response to a Westerner's proposed contract is perhaps or maybe. 
Americans read this as yes. In fact, Japanese mean No or NO, the latter being a 
high level of emotion. On the other hand, how would Australians react to these 
issues? Certainly not in the manner of Japanese. The Pacific Rim arguably 
represents the broadest area of communication styles in our world. 
TABLE 45 
COMMUNICATION & CONFLICT-LECTURE 
APPENDIX 1, PAGE 17 3.2 COMMUNICATION & CONFLICT-
LECTURE 
TECHNIQUE 
Dealing with 
emotions, 
behaviors 
Communication, 
conflict 
Conflict 
Management 
Coaching Model 
Active listening 
section, 
communication 
section 
VALUE 
• 
• 
• 
• 
• 
• 
This may be difficult for some cultures. 
In many eastern cultures, showing emotion loses 
face. 
Both of these concepts are culturally based on U.S . 
values. 
Due process systems may require compliance even 
if at odds with culture. 
Conflict avoidance is the most accepted strategy, 
but contrary to U.S. official or preferred method. 
Avoidance is generally seen as major problem in 
U.S. 
• Issue under emotions assumes American values, i.e. 
treating someone with respect. This is not true in 
some cultures. 
• 
• 
• 
May not be appropriate in all cultures, but a time 
tested example for most. (Example: apprentice 
systems.) 
Assumes responsibility can be delegated to others . 
Some more formal/ stratified cultures do not get 
input from people lower or subordinate to them. 
They would most likely never generate/discuss 
solutions with employees, or use decisions by 
employees - by those involved with 
issues/problems. Theory supports trying to modify 
these behaviors. 
• Direct communication from subordinate to superior 
is often considered insulting to the superior. 
Interactive lectures, mvolvmg the tramee with the tramer and the other 
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students, is a particularly American process, although it is being adopted slowly by 
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other cultures (although usually with some definitive differences). Brainstorming is 
a high intensity training process that can frighten some away, sometimes resulting in 
abandoning training altogether. Props and games are frequently dismissed as 
undignified. Training is often undignified, depending on whose training it is. In the 
U.S. culture, laughing at foolish mistakes by the trainer or trainee is considered 
common fun. In more formal, high context cultures, such mistakes would imply a 
major loss of face. All of these issues need to be examined as you reconstruct the 
new model for a new culture. 
TABLE 46 
ROLFS - WORKSHOP 
APPENDIX 1, PAGE 7, 1.3 ROLFS -- WORKSHOP 
TECHNIQUE VALUE 
Interactive 
Lecture 
Brainstorming 
Props (Balloons, 
cards) 
Splitting people 
up into pairs or 
groups. 
Conclusion 
• 
• 
• 
• 
• 
Not equally acceptable across cultures . 
Involving everyone may be unacceptable. Small 
groups might be a good substitute. 
Balloons may be perceived as childlike; the noise level 
for some may be distracting; may be perceived as 
insulting to intelligence, etc. 
Cultures have class distinctions and in high context 
cultures certain people can not be put with others 
(higher and lower). 
Even in egalitarian cultures, training programs that 
mix managers and supervisors, or supervisors and 
reports often have problems. 
The results of this dissertation research project demonstrate that one can 
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systematically identify and solve problems in transporting training programs to other 
countries and cultures. The methods developed here do not represent the perfect 
solutions. They do, all things considered, appear to work rather well. Having 
explored some quantifiable approaches to these problems in earlier work (and still 
working at some), I have concluded that quantification of these issues (values, 
techniques, context, and so on) will not yield much that can actually be directly 
applied to training programs. On the other hand, I have seen many graduate 
students dig into the morass of transporting a training program to a particular 
country, and then watch them have an "Aha!" experience. At that stage, they have 
defined the problems, addressed the issues, and largely solved the problem with the 
application of minimum necessary change for their country training program. This 
arrangement seems to work quite well. 
In chapter 7, a series of examples were presented related to how one adjusts 
and transports training programs based on minimum necessary change using the 
techniques developed and described throughout this manuscript. This chapter 
(Chapter 8) dealt with some brief examples of how we reach qualitative decisions on 
adjustments to the model for the purpose of transporting the training program to 
individual countries. In Chapter 9, the future of global training and the role of 
global trainers and training programs in context are explored. 
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ENDNOTES 
1. The model and its components. To review, the model, BASIC 
SUPERVISION, was developed in the mid 1980's as a functional training program for 
supervisors and managers. As with most training programs, it was in a process of 
continuous improvement. Trainers working in the Institute for Human Resources and 
Industrial Relations (HRIR), Loyola University Chicago offered the program to 
corporations, generally in the Midwestern U.S. The focus was primarily on content and 
rules. The author felt that there was a major need for more of a process orientation, and 
in the late 1980's the HRIR trainers joined together with trainers from the Institute of 
Cultural Affairs, which was largely focused on process training. A survey was sent out 
to major organizations in the Chicago metropolitan area, seeking input on the content. 
Eventually, this process led to a much revised training program and a book published by 
the National Safety Counsel. The book is now in its second edition. The book and the 
training program have been used by organizations both domestic and international. 
BASIC SUPERVISION is a typical bread and butter functional example 
of a U.S. training program. Supervisor training is at the top of the list of most 
training organizations. It is in that context that we use BASIC SUPERVISION 
as a model, standing in for U.S. style training. It is filled with values and 
techniques regularly present in U.S. training. Therefore, BASIC SUPERVISION 
makes a good model to work on for the purposes of transporting training 
programs to other countries and cultures. 
2. Over a period of three years, utilizing graduate students who attended 
Loyola's Institute of Human Resources and Industrial Relations, it became possible to 
develop a deconstruction program on the model, BASIC SUPERVISION. The students 
took a course in Global Training that is taught once each year. Each student selected 
a country, and began to examine how each part of BASIC SUPERVISION might impact 
on trainees taking the course in the country being studied. Over time, we discovered 
that most of the problems lay in values or techniques that were culturally buried or 
hidden in an American context. 
3. The termflag, as used in this chapter, denotes a technique or value that may 
have been hidden in the training program. Like a book mark at its lowest level or a 
red warning notice at the extreme, it serves to guide us with regard to the potential 
problems. Planting the flags does not mean eliminating the action, technique or value. 
Instead, it is simply a caution that must be noticed. 
4. Michael Czinkota, Ilkka Ronkainen, Michael Moffett, and Eugene Moynihan, 
Global Business, (Fort Worth, The Dryden Press. 1995). pp 185-186. 
5. Ibid. Czinkota, Ronkainen, Moffett, Moynihan. Note also the inappropriate 
use of North Americans. Mexicans, who have a high context culture consider 
themselves as North Americans. 
CHAPTER 9 
A WOK INTO THE FUTURE OF GWBAL TRAINING 
This final chapter will conclude with some discussion of needed short-term 
changes in global training and a longer-term view of the future of global training. 
Such speculation is just that -- speculation. There appear to be several critical issues 
that need to be addressed. The first set of questions deals with the short term and 
the second with the long-term concerns. 
Short and Long-Tenn Changes 
Short-term changes are supposed to be easy to predict, providing we always 
keep in mind the idea of the Pony Express. In the mid 1800s, the Pony Express 
Company was a major success. More and more horses, riders, and rest stops were 
needed. Business was booming. If one imagines a meeting of the Pony Express 
Board of Directors, they would be concerned with issues of supply -- where can we 
find more riders, horses, and rest stops. Money would be no object. The need was 
to expand and expand. In a matter of three years, all this collapsed: the Pony 
Express Company failed to see the impact of the wires spreading across the West, as 
well as the rapidly expanding rail system. So much for predicting the short and/or 
long-term future. Yet, it remains an interesting effort, particularly as we approach 
what the French call the.fin de siecle, which carries many meanings (end of the 
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cycle, century, or world). 
Short-Term Changes 
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Will Corporations Implement Global Training Programs? The case for 
global training programs has certainly been made by many, as documented in the 
citations presented above. As of this writing, Proctor and Gamble, Motorola, 
Tellabs, and most major corporations have some global training programs. Many, 
however, are permissive (a very unrealistic practice on the part of management). 
The employee is often faced with a choice of taking training in the last few weeks 
before leaving for the assignment versus selling the house, getting the family ready, 
making arrangements in the new location, and so on. The training option loses 
under such circumstances. In practice, few corporate expatriate managers have 
received globalization training, and most have limited, if any, capability in foreign 
languages. 1 Nonetheless, the trend toward predeparture training is slowly growing. 
The cost of failure in assignments is huge, and one should be able to predict 
improvement in that alone. 
How Will Corporations Ad~ Global Family and Gender Issues? This 
question is fairly easy to address. First, we know that most managers do not want 
to become global managers (i.e., live outside their home country). They frequently 
see such a move as a side-step in their career path, because global managers 
frequently miss promotional opportunities (it is too expensive to bring them home to 
a new assignment). Many corporations have to strongly persuade managers to 
accept global assignments. Expatriate families are also seen as a big part of the 
problem. The reasons given for aborted expatriate assignments are: 1) family 
unhappiness in the new location; and 2) alcoholism. 2 
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This has produced a tendency to seek out those who are younger (without 
children) and preferably without a spouse. These managers\representatives want the 
assignments, do not require the same salary levels as older and better established 
seniors, and are often prepared to go on to other new global assignments. These are 
what I called "Nomads" earlier in this dissertation. A shift to nomads has become 
clear in the past five years. 3 
There is also a significant gender shift. Women expatriate managers were 
virtually unheard of in global business or training until just the past few years. 
Advocates for women in global business and training, such as Nancy Adler and 
Rosemary Tung, have been preaching in the wilderness. Now, the time has come. 
Like their male counterparts, female nomads require lower salaries (usually lower 
than males). Finally, it should be noted that female nomads have been reputed to 
have less of a tendency to get into romantic entanglement with the local people.4 
Thus, the role of younger men and women in global assignments is likely to rise 
very rapidly. 
Is The Expatriate Manager Becoming a Thing of the Past? One could 
almost say that the expatriate manager, as defined today, is already a thing of the 
past. However, it seems that for the immediate future there will be an ongoing need 
for someone grounded in the "home office" and its culture to be present at most 
subsidiary locations. That does not mean, however, that such a person will run 
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things at the foreign location. The direction appears to be more one of establishing 
clear communication between home office and subsidiary, an. intermediary agent. 
Theoretically, this need should disappear as corporate managers from country A go 
to country B, country C managers to country A, and so on. The idea is that the 
culture, at least in part, will take hold. One can expect that the expatriate manager 
will eventually become a corporate nomad (see chapter 4). 
Will Global Training be Eliminated by Technology? Bill Gates, no less, 
provides the definitive answer to the question. His answer equally applies to 
teachers and trainers. According to Gates: 
There is an often-expressed fear that technology will replace teachers. 
I can say emphatically and unequivocally, IT WON'T. The 
information highway won't replace or devalue any of the human 
educational talent needed for challenges ahead: committed teachers, 
creative administrators, involved parents, and, of course, diligent 
students. However, technology will be pivotal in the future role of 
teachers. 5 
With regard to technology, teaching and training, Gates notes the slowness 
of schools to embrace technology: 
"Reed Hundt, chairman of the U.S. Federal Communications 
Commission, commented: 'There are thousands of buildings in this 
country with millions of people in them who have no telephones, no 
cable television and no reasonable prospect of broadband services. 
They are called schools. '"6 
What Will Become of Global Trainers and Teachers? Technology, so far, 
has done little to transmit the corporate cultures. Sometimes, in fact, the culture 
and the technology get completely turned around. A small case study illustrates the 
point. 
CASE: Getting It Right 
As computers spread in the U.S., 3M established U.S. based 
technology policies in its Japanese subsidiary, along with 3M's 
vaunted open door policy. Several years later, a newly assigned 3M 
expatriate manager asked the local Japanese manager if he could look 
at some spreadsheets on his own computer. The Japanese asked 
which ones, and the American said any one. The American loaded 
his computer only to discover that the Lotus spreadsheet had no codes 
or equations in it. It had been typed into the computer as a fixed 
spreadsheet. The American asked, "Who did this?" and the Japanese 
said "I did. Is there anything wrong?" The American hesitated, and 
then said: "Did you do all these calculations by yourself and then type 
it in?" The response was "yes". The American said: "Well, that was 
a terrific job. Now I'm going to show you how it should be done." 
He then typed out a spreadsheet, and showed the Japanese manager 
how he could change it instantly. The Japanese manager's response 
was -- "How did you do that? Can I do the same?," which was just 
what the American needed to hear. He realized that the Japanese 
manager had simply done what he thought he was supposed to do, 
which was also a huge assignment -- he had been doing all of the 
quarterly financial reports for the subsidiary by hand. The American 
then said: "Tomorrow, I will order up some training, and soon you 
will be able to do it too." The culture was good -- the Japanese, with 
no training, did the best he could. The technology was useless 
without the necessary training. 7 
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The point is that even high tech companies need to call in trainers from time 
to time. It is anticipated that Trainers, intervenors, and teachers will continue to 
have a future in global training, but technology will probably become more and 
more useful, and may become dominant. 
Distance Learning, and How Will it Work? Distance Learning is usually 
defined as education or training where the learner and teacher are physically 
separated from each other for a majority or even all of the period of instruction 
(including completely asynchronous instruction where people start and stop the 
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learning process at any time). 8 Of course, we have been doing that since the 19th 
century in the form of self-study programs, extension programs, and correspondence 
courses. Television added new dimensions in the form of televised courses with 
follow-up testing, usually offered through public or community based television. 
These have been carried out through affiliation with colleges and universities on a 
credit or non-credit basis. The Internet opens all of this to a wider scope (see next 
section). Distance Education is often characterized as adult education, but it is also 
used in remote location K-12, home-bound learners, and so on. 9 
Verduin & Clark state that there are four main characteristics of Distance 
Learning/Education that is designed to focus on adult education: 
1) Time and place. The flexibility in this area appeals to adults, who 
usually prefer evening or week-end study; 
2) Traditional affiliation. Distance Education is usually provided by 
colleges or universities, which appeal to adult learners; 
3) Literature. Most of the literature is focused on adult issues, and 
adults are seen as the principal market; 
4) Learner traits. Necessary self-discipline is more frequently found in 
adults, so theory points to adult learning. Reality, however, tells us 
that kids can be totally glued to their computers. 10 
The major change that has occurred in Distance Education concerns 
computers, electronics and the information highway. Computers are faster and 
cheaper, largely accessible to adult learners, capable not only of doing wonderful 
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things but also of communicating with other computers. Most computers now come 
with a built-in modem, fax and other communication devices. Most new computers 
also allow you to connect to that vague and frequently redefining thing called the 
Internet, World Wide Web, or, as Vice President Gore calls it, the Infohighway, the 
Infobahn, or simply the highway. 
A short-term futuristic prediction made by Michael Dennis is that: 
The Internet may indeed offer the best single opportunity for timely 
and cost effective global training. For years training sessions were video 
taped for people who could not attend training sessions. Interestingly, both 
written and video materials are being made available via the World Wide 
Web (WWW). Over the next five years several websites plan to specifically 
design interactive multi.media training materials that take greater advantages 
of this technology. Surely providing expatriates with interactive web access 
for training and other relocation adjustment management materials will be 
more effective then offering training that people do not attend! Linking such 
websites to experts who can help answer questions via the E-mail process 
would further enhance global training. 11 
The Internet and World Wide Web. The Internet was, originally, a 
military operation. The project was called ARPANET (U.S. Department of 
Defense's Advanced Research ~roject Agency). Initial efforts linked a few 
government labs and universities, along with selected government contractors. It 
was a fairly primitive system intended as a military communications system which 
could remain functional even after large parts of it were destroyed by war. 12 
ARP ANET was originally tested by scientists and researchers doing distance 
computing. By its second anniversary, the main traffic on ARP ANET was not long 
distance computing, it was researchers using the network to collaborate on projects, 
trade notes, and, eventually, to do a lot of gossiping and schmoozing.13 The 
pioneers sought other linkages, and the National Science Foundation built its own 
network (NSFNet) with linkages to universities, some of which had networks of 
their own. National laboratories and other scientific institutions had their own 
networks, and, eventually, as these groups began communicating with each other, 
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the Internet slowly formed, and then rapidly expanded. The addition of the World 
Wide Web (WWW, or the more informal www) has created an explosion of use, 
providing relatively simple methods of reaching web sites, gaining information, 
downloading databanks, and so on. 
Roy Tenant described the Internet and its related networks and organizations 
as follows: 
The Internet is a worldwide network of computer networks. It 
is comprised of thousands of separately administered networks of 
many sizes and types. Each of these networks is comprised of as 
many as tens of thousands of computers; the total number of 
individual users of the Internet is in the millions. This high level of 
connectivity fosters an unparalleled degree of communication, 
collaboration, resource sharing, and information access. 14 
At this point (1996), the Internet has become largely a creature of its own 
devices. Although the government is seeking ways to limit access to the 
governments dark secrets and has some concern about the increasing amount of 
pornography available on the Internet, the basic original design of the Net severely 
limits the technical ability to censor it. The Internet is also truly international, 
which poses further problems on how a government might censor such a creature. 
The highway may well provide the final death knell for censorship. 
For adult learning, the lack of censorship opens opportunities almost beyond 
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comprehension. As television and fax machines opened many closed societies (at 
least to those privileged to own them), the Net extends that privilege world wide. 
Attempts by governments to censor information will no doubt continue. However, 
the very global basis of the Net will also continue to thwart such efforts, not because 
it is some cause or civil right, but largely because people want the right to learn --
in whatever form they select -- without government regulation. The Net remains 
largely free and international. For trainers, that means a very large market is out 
there and eager for new methods of learning. 
Ultimately, the WWW will play the major role in all of this, at least until 
new wonders emerge! 
But, What of Context, Cultural Toughness, Minimum Necessary 
Change? Rapid advancement to, and uses for, the Net continue all the time. This 
dissertation, in terms of the net, is outdated as it is being written (much less, 
published). There is an unlimited number of questions to be posed, and very few 
clearly focused answers. Change appears to be increasing at some unknown 
exponential factor. Consider the following short-term questions and a few 
"suggestions" ("answers" are probably impossible). 
1) Context 
• How do we establish context for training programs when more and 
more people are using the Net in many different languages? 
• With a potential audience of trainees spread over the world but 
accessible through the net, is segmentation of training feasible? 
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• In the context-of-the-internet, is context relevant? 
Suggestions 
Most Net training efforts, at the moment, appear to be individual, and 
therefore contextually situated within a given culture. Large group training is 
occurring across vast distances. For example, Harold Washington College in 
Chicago has an interactive training program for U.S. troops stationed in Germany. 
The interactivity is principally visual (similar to a slide). Verbal questions and 
answers are presented. Again, the context is U.S. or country-specific. 
Segmentation (putting cultural or language based groups together for training) 
will continue to be a common and useful practice. However, segmentation 
inevitably excludes some people. Thus, longer-term efforts must address the 
language issues. If you have participated in a multi-language training program, you 
know this can work very well. 
The final question posed is in the context-of-the-internet; is context relevant? 
Those who still believe in one world and advocates for English as the common 
language would tend to reject the idea of cultural context. I am convinced that this 
approach will not work very well. The context of your birth, status in life, culture, 
religion, attachment to place, family, and the many more attributes that describe 
context cannot be swept aside. They are always with you. Context, above all 
others factors, is where we inevitably insult each other. To avoid that, it is 
recommended that context must be considered. Perhaps a better approach is to 
adapt technology for multiple uses. Microsoft, for example, has a huge variety of 
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language bases on its web site. They can be used to quickly address issues of 
translation, a problem that has plagued efforts to transport training programs to 
other cultures. The process is not perfect, but it is rapidly improving. Context will 
remain a major factor in determining how we train. 
2) Cultural Toughness 
• Is there a universal basis for cultural toughness? 
• Can we develop a method to truly determine cultural, communication, 
and job toughness on a world wide basis? 
• Should we provide special compensation, benefits and privileges to 
those such as expatriate managers when local managers or nomads are 
available at considerably less expense? 
Suggestions 
In the lexicon of science, a universal basis for cultural toughness is still "out 
there." As described earlier, the search for universal values is, at best, elusive. 
For example, "Children should not kill their parents" is probably a "universal value" 
(at least among parents), but it is violated by some. Similarly, "We should not kill 
children," yet in the U.S. we provide capital punishment for minors 17, 15, 14 and 
younger who have been tried as adults and executed. That is the problem with 
universals. We can propose them, but we must then put specific sanctions in place 
to enforce them. Those two examples certainly beg the question of universals. 
Such action should not be necessary if the proposition is truly universal. 
Consequently, we need to be flexible in addressing what we like to call "universal" 
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values. 
However, a more simplistic approach can provide an interesting data set. If 
we ask people if they liked or disliked a place, we can gain an understanding of its 
relative rank with regard to other places. The more rankings we collect the better 
the likelihood of determining whether people like or dislike the place. The cultural 
toughness scales for 190 countries shown in Appendix 2 can be the basis for 
development of a world-wide base of cultural toughness of place/culture. With 
enough data, it would be possible to differentiate how people from different cultures 
view the cultural toughness of one place versus another. Such an approach evades 
the definition of universality. 
Issues of communication toughness and job toughness are inevitably based on 
one's own context versus other contexts. An American accustomed to a home of 
1,500-3,000 square feet of living space is not likely to be content with a 10 tatami 
living room in Tokyo. Differences of language are contextual and always pose 
toughness problems. Major differences in how one works in a new place are 
difficult even when that place is in your own context. Put it in a foreign context and 
it is always very difficult. Yet, closeness of one language to another (for example, 
British vs. U.S. vs. New Zealand vs. Australia) does reduce anxiety by some factor. 
In spite of all of our progress, communication and cultural toughness remain major 
problems. 
The question "Should we provide special compensation, benefits and 
privileges to those such as expatriate managers when local managers are provided 
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for considerably less?" is both moral and economic. Local managers are inevitably 
outraged when they learn how much money expatriate managers receive. They see 
it as both unfair and immoral. Since Americans tend to believe in universals such as 
equal pay for equal work, they often feel some guilt because they are frequently the 
beneficiary of such policies (they manage, however, to accept the money along with 
the guilt). Hierarchial cultures often accept this apparently discriminatory policy, 
with a "such is life" shrug. The primary problem, however, is economic rather than 
value oriented. If the corporation has determined a need for an expatriate manager, 
it must then determine what it will take to convince an employee to take an 
assignment in country A, B, or C, each of which are likely to bear very different 
"price tags." As the corporation sees it, morals and universals have nothing to do 
with it. 
These issues remain perennial and are not likely to change the context of 
training and/or cultural toughness. 
3) Minimum Necessary Change 
Applying the concept of minimum necessary change to the future is limited 
here to the immediate future (beyond that lies who-knows-what). Even with all the 
changes that have and are happening on the net, and no matter how many varied 
training programs are involved, we must work toward using the approach of 
minimum necessary change. There are a number of reasons for this, but the most 
common sense definition is attributed to the late Richard M. Daley, renowned 
Mayor of Chicago. As Daley put it: "If it ain't broke, don't fix it." Functionally, 
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too much meddling around can ruin the effort, so we must concentrate on only those 
items creating difficult problems and let the balance ride along. Since trainers are 
generally meddlers, one of the most common problems is constant changing of 
training content. Constant change of content means discordant information between 
training cohorts. In large corporations, training must convey purpose and some 
degree of consistency. As W. Edwards Deming put it in the first of his fourteen 
points: "Create constancy of purpose for the improvement of product and 
service. "15 Constancy and continuous improvement are the dichotomy posed by 
Deming and remain the key concept of minimum necessary change. This is a 
distinction often overlooked by advocates of continuous changes in management 
fads. 
Context, cultural toughness, and minimum necessary change clearly remain 
the critical framework for the short-term future. 
Long-Tenn Changes 
Collaborative Education and Training Systems. Many have advocated the 
necessity of building collaborative education and training systems. Gordon, 
Morgan, and Ponticell suggest a work force education triad that would place 
education at the top of three presumably equal pyramids, with skills at the bottom 
left and training at the bottom right. 16 Many others are also calling for 
collaborative efforts, if not as clear and with such detail as do Gordon, Morgan and 
Ponticell. The worker as lifetime learner is the current (1996) version of an old 
term. Few would question the idea of lifetime learning. However, there are many 
significant problems of cognitive dissonance between the notion and the reality of 
the lifetime learner. 
• For example, who will start paying the learner to learn? With 
cutbacks and layoffs, college tuition continues to increase while 
corporations reduce the funds available for continued learning. 
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• Trainers and academics seem to occupy quite different worlds. Most 
corporate training occurs outside the setting of a university. 
• Skills training is still necessary and critical, even though skills are 
inevitably specific, while learning is almost inevitably general and 
cognitive. 
• Corporate training is usually contracted, involves soft skills related to 
management, and generally does not deal with lifetime learning. 
• For about the past thirty or more years (from Frederick Taylor to the 
short lived Attila-the-Hun fad to TQM to Re-engineering), major 
corporate management's concern with training has been largely related 
to current fads and fashions in training. 
• If, by some miracle, there is an actual increase in corporations 
spending money on lifetime learning objectives, this, like most other 
fads, probably will also pass. 
Systems Decentralization. Globalization at the early stages involves central 
control. Over time, a significant part of that control is turned over to local 
subsidiaries. Corporations such as Sara Lee routinely buy and sell over 200 
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companies each year. They make no effort to enforce a common culture (except 
making money), and impose only the demand of meeting the required bottom line. 
This arrangement may well be a picture of the future. 
A more fundamental issue may be "Just what does a corporation perceive 
itself to be?" Stephen J. Kobrin posits the idea that: 
Once one moves beyond industries where the structural demands of 
manufacturing scale or technological intensity make uninational 
operations impossible, the ability to compete globally may well 
depend on how managers -- and the organizations they comprise --
view the world. Global competition entails the exploitation of 
geographic scope through a geocentric mind-set. 17 
Weick has argued that organizations create or enact their own environments 
through perception. 18 Building on that, Kobrin notes that: 
In large part, the global firm and the global organization may be 
created through managerial perception. However, the results of 
mental processes can be tangible and physical; the consequences of 
choosing not to compete globally may be far from ephemeral. 19 
In essence, if a corporation does not choose to go global, it is, in effect, 
committing itself to extinction. 
Maintaining Core Values. Maintaining core values in the corporation will 
become increasingly difficult for a number of reasons, as shown below. 
• The continued rise of ethnonationalism around the world will mean 
that these values will eventually come under challenge. At this stage 
we barely recognize that a problem exists. 
• In a multicultural setting, values will mix. There is usually both a 
loss and a gain, but in any event, a change. 
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• The commitment to constant change is also a commitment to changing 
values. This can be an unhappy mix, as with downsizing. 
• If the question is "Will we change our values" the answer is "Yes, we 
will." 
Truly Global Trainers. Becoming truly global trainers may be one of the 
most difficult tasks. In a rereading of Gordon, Morgan, and Ponticell's 
FutureWork,20 a list stood out: reasons why simulations were such good training 
tools. At the first reading the list looked very good. By the time of the second 
reading (about a year later), it was clear that the list was not applicable in most 
global settings. The fundamental values involved are Western, and specifically U.S. 
A casual review of the BASIC SUPERVISION model and commentary (Chapter 7 
and Appendix 1) demonstrates a wide variety of global culture traps. To gain a 
global perspective, we must question everything we have learned about training. 
The truisms built into the typical trainer's mindset (certainly not excluding 
the author) cut in odd ways in the global setting. Some of these (also mentioned in 
FutureWork but generally common in the field) are shown below as examples. 
TABLE 47 
PITFALLS IN GENERALIZING EFFECTIVE TRAINING21 
A U.S. View 
Too many trainers have a tendency to 
hold forth (lecture) rather than to 
facilitate new learning. 
In training there are no wrong 
answers. 
We need to ask "How are you 
doing?" throughout the training 
program. 
Problems From a Global View 
Training in India is predominantly 
cognitive lectures; they are generally 
opposed to simulations 
Germans and Austrians find that 
concept irrational. 
Most Asian cultures find that idea 
very intrusive and insulting. 
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These examples illustrate the problem. Becoming truly global trainers will 
not take place for some time. At this stage, we are simply visionaries with dark 
glasses (a Western normative gauge). 
Anticipated Future Need for Trainers, Facilitators, and Educators. Since 
the number of locations in the world that hold opportunities for business continues to 
expand, and in spite of the fact that many emerging countries are not happy with the 
immediate results of market economies, the first continues to overcome the latter. 
There is a huge world market made up of many small parts. Corporations will 
continue to need people willing to train in those "small parts." They will probably 
be younger and earn less than their predecessors. The big difference will be that 
they really want to do this. 
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Conclusion 
In this dissertation, we have covered a great deal regarding global training. 
The framework of context, cultural toughness, and minimum necessary change has 
served us well as a method of expressing the many forces involved in global 
training. We have developed and used qualitative tools to make it possible to assess 
needs for training and adjustments to training programs. We have used quantitative 
measures to establish some levels of toughness. Together, these methods give 
guidance to the nascent trainer or transporter of training programs. For a new field, 
that is significant progress. 
With a corporate focus that is breaking all of the old standards of workplace 
loyalty to its workers and managers, carrying out massive layoffs and cutbacks in 
the midst of giant profits, it is difficult to be optimistic. Nonetheless, the 
globalization of business continues to move along. The information highway, still in 
its infancy, is having a major impact on business, education, training, and probably 
most everything. 
There is no question related to the notion that the information highway is 
opening up all kinds of new opportunities, and perhaps a new set of problems. Free 
speech and freedom of information is moving world wide. The rights of men, 
women, and people from underepresented groups have been significantly expanded. 
George Will cautions us with respect to our enthusiasm by quoting the caustic 
English philosopher, Edmund Burke: "The effect of liberty to individuals is that 
they may do what they please; we ought to see what it will please them to do, 
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before we risk congratulations. "22 
In a sense, global training is in the same position. To a great extent, 
corporations may do what they please with regard to training, lack of training, 
selection, reasonable compensation and so on. The potential for true improvement 
is there. Like Burke, I am holding back only to see what it is that pleases them. 
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ENDNOTI"B 
1. In my opinion, U.S. and Japanese corporations field the least qualified 
managers in the global arena in terms of issues of cultural sensitivity, customs, 
practices, values and so on. Japanese mangers, at least, have language training 
(usually English). The problem is the Japanese managers are usually too concerned 
with face to use the language. Both Japanese and American managers may well 
possess good technical management skills. The problem is they do not know the 
territory, and may well never learn it. 
2. Leslie E. Dennis and Linda K. Stroh, "Take this job and ... ," International 
Journal of Or~aniz.ational Analysis: (1, 1, pp. 85-96, 1993). The role of alcohol is 
related to the fact that most countries do not allow work permits for spouses (also 
true in the U.S.). Consequently, the range of involvement of a spouse in the culture 
is very limited, often focusing on American Clubs, country clubs, etc. As a result, 
any tendency toward alcoholism will be increased; any problems in a marriage will 
get worse. 
3. There is no quantitative proof of these changes, as yet. My personal 
contacts with global human resource managers, expatriates, student placements and 
practitioners in the field are the basis of these statements. There have also been a 
number of articles in local newspapers and magazines noting the increased 
involvement of women in global assignments. 
4. Ibid. 
5. Bill Gates, with Nathan Myhrvold, and Peter Rinearson, The Road Ahead. 
(N. Y. Viking, 1995). p.185. 
6. Ibid. pp. 186. Gates, in this book, quotes frequently from others but 
never gives a citation. I would suppose he does not have to. 
7. This case was described to me by Charles L. Dennis, Esq., formerly with 
the 3M patent department, currently Counsel for Imation, a recent Fortune 500 spin-
off from 3M. 
8. J.R. Verduin and T.A. Clark, "The Idea and Evolution of Distance 
Education," Distance Education: The Foundations of Effective Practice, (Jossey-
Bass, 1991). pp. 4-5. 
9. Ibid. 
10. Ibid. 
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11. Personal communication with Michael L. Dennis, Ph.D., Senior research 
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12. Bill Gates with Nathan Myhrvold and Peter Rinearson, The Road Ahead, 
(N. Y. Viking, 1995). pp.184-204; and Newsweek. The Internet, (August 8, 1994). 
13. Erica G. Sorohand, "The Attractions of the Internet, II Trainin2 and 
Development: (August, 1994.) p. 32. 
14. Roy Tenant, "Internet Basics," ERIC Clearinghouse on Information 
Resources: (Public Service Automated Systems Coordinator, the Library, University 
of California, Berkeley, 1992). pp. 3. 
15. Mary Walton, The Deming Management Method: (N. Y. Putnam. 1986). 
Quoting Deming, p.55. 
16. E. Gordon, R. Morgan, and J. Ponticell, FutureWork: the revolution 
reshaping American business. (Westport, CT: Praeger, 1994). pp. 10. The triad 
lacks a definition of use, although the same visual is repeated at least four times in 
the text. 
17. Stephen J. Kobrin, "Is there a relationship between geocentric mind-set 
and multinational strategy?," Journal of International Business Studies: (Third 
Quarter, 1994). 
18. Karl E. Weick, The Social Psychology of Organizing, (Reading, Mass. 
Addison-Wesley, 1969). 
19. Op.Cit. Kobrin. 
20. Op.Cit. Gordon, Morgan, Ponticell. pp.187 
21. Ibid. Gordon, Morgan, Ponticell. Column 1 is based on the work of 
these authors, but modified to keep the training focus. The second column is the 
work of L. Dennis. The point is that even excellent writers of good books 
mistakenly generalize the nature of training outside their own culture. Universalism 
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22. George Will, Newsweek, July 8, 1996. pp. 74. Quoting Edmund Burke 
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BASIC SUPERVIDION 
A SIX COURSE TRAINING PROGRAM 
D.C.ASSOCIA TES - TRAINER'S MANUAL 
BASIC SUPERVISION - A Six Session, 3 Day Program - Copyright 1996 
BASIC SUPERVISION COURSE - 1996 
OVERVIEW OF PROGRAM - SUBJECTS & ACTIVITIES 
8:00 BREAKFAST 8:00 BREAKFAST 8:00 BREAKFAST 
8:30 1. Roles Conversation: 8:30 3. Communication & 8:30 5. Performance Appraisal 
Supervisory Experience conflict Conversation: Conversation: performance 
Introduction responding creatively to appraisal experience 
9:00 Lecture: Supervision and conflict 9:20 Lecture: Supervisor and 
Today's Workplace 9:00 Lecture: Resolving Conflict performance excellence 
10:00 BREAK 10:00 BREAK 10:20 BREAK 
10:15 Workshop: Supervisory 10:15 Workshop: Conflict Workshop: performance 
Problems and Solutions Situations 10:30 appraisal process 
12N LUNCH 12N LUNCH 12N LUNCH 
1:00 2. Leadership 1:00 4. Discipline & the law 1:00 6. Managing Conversation: 
Conversation: successful Video: "The Troubled Team Building 
1:20 leaders I have known Employee" 1:20 Lecture: aspects of 
2:20 Lecture: Problem Solving 1:20 Lecture: Discipline management 
2:30 BREAK 2:20 BREAK 2:20 BREAK 
Workshop: the situational 2:30 Workshop: feedback 2:30 Workshop: work plan for 
4:00 leader techniques reentry, evaluation 
Close 4:00 Close 4:00 Close 
401 
BACKGROUND 
The BASIC SUPERVISION program has a series of components in each 
of the six units. Generally, these follow a patter of a 15-20 minute opening 
conversation, followed by a 40-60 minute lecturette, and concluded by a 
workshop. Each workshop has several alternate activities. Non cognitive 
activities predominate. The program was initially developed after a survey of 
mangers in the Chicago metropolitant area. It was then revised regularly. The 
training program was partially developed in combination with the book, Out-in-
Front, National Safety Council, Leslie dennis and Merideth Onion, 1991. 
Trainer's Manual - Session 1 - Roles \ 
BASIC SUPERVISION COURSE - 1996 
CHECKLIST OF MATERIALS & SUPPLIES FOR PROGRAM 
Session 1 Roles: Posterboard to make headbands for S~ssion 4 DisQi~line; 
Balloons stuffed with "roles" Leadership lecture (roles of employees Sexual Harassment questionnaire 
Ribbon to tie balloons onto chairs Rookie Roger, Timid Tim, etc ... ) Video 
Calculator for day 1 AM activity to count Overheads for lecture Role Plays 
up years of experience they have Blanchard Situational leadership: Performance Evaluation at Western 
Overheads for lectures. Cut colored paper, 1. Test, 2. Color model/interpretation Saving case study 
Cut colored cards. Masking tape, 1 each. 4. Overheads supplied by Session ~ Performance: 
Markers, Posterboard to make, head- Blanchard (color model, scoring, etc.) Sample performance evaluation 
bands for leadership lecture (roles of 5. Situations sheets ( 1 to each forms 
employees) participant) S~ssion 6 Management; 
Session 2 Leadership: 6. Laminated poster for Blanchard Using new skills Handout 
Pictures of leaders affixed to posterboard Session 3 Communication/confli~t; Course evaluation form 
for leadership conversation 
GENERAL SUPPLIES Cut colored cards Scissors, Pens, Pencils, Markers - red, Text - OUT IN FRONT 
- 8 1/i X 5 1/2, 5-7 COLORS. Amt: 6 black, green. Post-it's, White out, Dry erase 
sheets per group. Use twice during 3 days Clock markers for overheads, Blank 
Full sheets of colored card and paper Stapler and staples overhead sheets, Scotch tape 
stock. Masking tape , Name tags, Name Paper clips Name list for Certificates 
tepee's/tents (fold overs, set on table Rubber bands 
Extra writing pads 
SESSION 1 OVERVIEW: ROLES 
1.1 OPENING ACTIVITY 1.2 Core content 1.3 Workshop/project 
1.11 Option #1 - Good Morning, Roles of the supervisor 1.31 Wallboarding exercise 
Conversation 
1.12 Option #2 - Good Morning, 1.21 Introduction 1. 22 Roles in the 
Common and Unique 
Icebreaker 1. 13 Option #3 -
to program workplace 
Good morning, balloon exercise 
1.23 Roles in the 1.24 Roles in the 
workforce organization 
OUTCOMES: 
As a result of this Session, the participants will be able to: 
1. Identify the varied roles required by individuals in a supervisory position. Be alert to potential areas of legal 
problems in the workplace. 
2. Select and apply appropriate roles. 
3. Suggest skills for a number of supervisory situations. 
ROLES OPENING ACTIVITY - SESSION 1 - 1.11 - CONVERSATION (see also 1.12 & 1.13 options) 
Rational objective: (Remember) To enable the participants Experiential objective (Experience). The participants should 
to get to know each other. To understand the wholeness realize they are all in this together and share similar 
of their job expenences. 
OPENING: Good morning. Introduce yourself and remind the participants that the success of this seminar is dependent 
upon their participation. There are no right or wrong answers ...... everyone's input is encouraged and welcome. 
OBJECTIVE REFLECTIVE INTERPRETIVE DECISIONAL 
facts emotions, feelings, values, meaning, purposes future resolves 
1. Tell us your name, dept. associations 1. In any business, What is 1. What are some of your 
you are from and how 1. What are some of the the significance of the role expectations or objectives 
many years experience you feelings and emotions that of a supervisor? from this. training course? 
have had as a supervisor. you experience when you 2. If you were making a 2. What is the one thing that 
2. What are some of the deal with different movie about a supervisor, you want to achieve after 
tasks that you have to situations? what would you call it? completion of this course? 
perform as a supervisor? 2. What sort of surprises 
have you recently 
experienced? 
CLOSING: Tell them that it has been nice to get to know them better and that you look forward to working with them 
during the next few days. Introduce the presenter. 
SESSION 1 - ROLES - 1.2 - CORE CONTENT AREA 
1.2 Introduction to course 1. 22 The supervisor in the 1.23 The supervisor in the 1.24 Supervisor and the 
I 
workplace workforce organization 
Overall coyrse content As manager of the As trainer of em12lQ):'.ees Representative of the 
Build skills workplace Direct OJT organization 
Understand functions Ensures productivity Modeling provides feedback Communicates priorities 
Behavior modification Impacts environment Basic orientation Shares organization 
Provides resources resources, knows own job 
Basic course design Maintainer of safe & As advocate of the Keeper of the rules 
workforce. Know the rules Six sessions nroductive environment 
Management/workforce link. Understands their purpose Three days Knows company rules 
Intensive Knows policies & Attends to underlying needs. Interprets them 
Requires participation procedures Knows the workforce best Enforces them 
Prevents accidents As motivator of em12lQxees Communicator of vision & 
Course format Prevention statistics Inspire, Guide goals 
Six topic areas Human factor observer Challenge, Appreciate Leads out in front 
Participant's manual Corrects hazardous Recognize Communicates success 
Introduce instructors conditions 
Apnlied methods As mediator for div~rs~ As interface with oth~r 
Conversations , Lectures workforce. Recognize departments 
Workshops, Interactive cultural differences Request meetings/arrange 
Develops strategies Written response, final 
Assimilation/Support Year 2000 Issues 
Literacy training, etc. Demographic statistics 
SESSION 1 - ROLES OPENING ACTIVITY: 1.12 - COMMON & UNIQUE ICEBREAKER 
RATIONAL OBJECTIVE: (Remember) To help EXPERIENTIAL OBJECTIVE: (Experience) To help 
participants get to know one another. To identify participants become confident expressing ideas with the group. 
what qualities pull the group together and apart. 
OPENING: Welcome everyone 
STAGE 1 STAGE 2 STAGE 3 
1. The facilitator asks the 1. Now ask the group to make a list of Group Discussion: 
participants to name qualities they two or three things that they believe are The facilitator can ask the following 
believe the whole group has in unique to themselves as individuals. questions: 
common. They are asked not to Please, no physical characteristics are 
name physical attributes. allowed. 2. In a round robin fashion ask 1. What brings us together? 
each participant to share two qualities 2. What pulls us apart? 
2. The facilitator writes these with the group. If someone else in the 3. How do our similarities and 
responses in the center of the group has the same quality, ask them for differences relate to our responsibilities 
flipchart. a different attribute. 3. Write these as a supervisor? 
responses on the flipchart and around the 
responses that were already charted in 
the center. The idea is to have a small 
circle of responses in the center, and a 
larger circle of responses on the outer 
edges. 
CLOSING: Tell the participants that now that they understand their roles in the group, they can begin to understand the 
roles they undertake as a supervisor. Thank the participants for their participation. 
SESSION 1 ROLES OPENING ACTIVITY: 1.13 BALLOON ICEBREAKER. This activity is best when used with l2 
or more participants. 
RA TI ON AL OBJECTIVE: (Remember) EXPERIENTIAL OBJECTIVE: (Experience) 
To help the participants get to know one another. To help participants realize the experience they can bring 
To introduce the roles that they play as supervisors to the training session. 
in the workplace. 
OPENING: Welcome everyone. Introduce yourself. 
STAGE l STAGE 2 STAGE 3 
1. The facilitator stuffs balloons 1. Now ask the group to pop the As a group: 
with one piece of paper per balloons and find the person who has 
balloon. Written on the paper is the same role as they do. 
a role that the supervisor has in 1. Have the supervisors introduce 
the workplace. See lecture 2. Tell them to introduce themselves their roles partner to the group. 
material for ideas of different to that other person and find out their 
roles. Plan to have enough roles name, department, number of years as 2. Acknowledge everyone (glad to 
so that no more than two are supervisor, why they are here, and have you, welcome, nice to meet 
duplicated. what are their expectations from the you, etc.) 
program. 
2. Tie the balloons to each 
participants chair. 
CLOSING: Tell the participants that it has been good getting to know them a little more and that you look 
forward to working with them. Introduce the presenter. 
SESSION 1 - ROLES WORKSHOP: 1.31 - WALLBOARDING 
Rational objective: (Remember). Determine the creative strategies Experiential objective: (Experience). Realize they 
used to deal effectively with supervisory problems. have ability to generate/find creative responses. 
OPENING: Explain this session they will be doing a workshop on the problems that they face, and what supervisory 
strategies work. They will be working individually, in pairs and as a group. 
STAGE 1 STAGE 2 STAGE 3 
l. Have 5 different colored cards in sufficient quantity for 1. Have the group label or NAME each l. Ask the group to spend some 
the number of small groups. 2. Have everyone brainstorm cluster. time in sharing success stories 
on paper 8-10 issues or problems that they face as 2. Write with marker on different colored related to these issues. 
supervisors. 3. Star the four most important issues. 4. cards and place it above each cluster. 
Divide the cohort into groups (3, 4 or 5) depending on Encourage consensus. 2. Have them share approaches 
training group size). 5. Have small groups discuss their 3. Ask participants to look at the remaining that work. 
starred items, select one they can all agree is important. 6. cards and to place them in a cluster if they 
Write ONE issue/ problem/concern on card, no more than wish. 3. Pick a cluster and ask how 
3 words, BIG. 7. Have a group member bring up the card 4. After naming, let group reflect on each anyone has seen this problem 
& tape on wall under any column symbol. 8. Pass out next cluster. being successfully dealt with. 
card, each group agrees, puts another on board; same 5. Which one is most important? Assign 
throughout he five sets of cards. Stress that what symbol priorities - 1st card used 5 points, 2nd card 4 
they place it under doesn't matter. (Best if it's all mixed points, and so on, shows priority of how they 
up). 9. Ask the group to reach a consensus and cluster selected 
issues according to their similarity. 10. Begin clustering as 6. Add up points in each column to show a 
the group directs. measure of importance. 
CLOSING: Thank them for sharing approaches that work. Affirm the work of the group. 
~ 
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TRAINER'S MANUAL - SESSION 2 LEADERSHIP 
SESSION 2 OVERVIEW: LEADERSHIP 
2.1 OPENING ACTIVITY 2.2 CORE CONTENT - Leadership 2.3 WORKSHOP/PROJECT 
2.11 Option #1 - Good Morning, 2.31 Blanchard situational 
Conversation 2.21 Development 2.22 Situational leadership model 
of leadership styles leadership principles 
2.12 Option #2 - Good Morning, 2.23 How to 2.24 How to apply to 
Pictures and Conversation identify which style developmental level 
to use of employee 
OUTCOMES: As a result of this Session, the participants will be able to: 1. Define the capacity of employees and 
select the appropriate leadership role in varied situations. 2. Develop effective teamwork and foster participative 
problem solving techniques. 
LEADERSHIP OPENING ACTIVITY - SESSION 2 2.11 - CONVERSATION Option #2 is the same, however 
show the group pictures of various leaders and follow the format below. 
RATIONAL OBJECTIVE (Remember) The 
uniqueness of style and qualities in persons who have 
made their mark on people in this group and on 
society. 
EXPERIENTIAL OBJECTIVE (Experience) To 
experience that there is a need for them to develop and 
continue to develop their leadership qualities. 
OPENING: Good morning. Introduce yourself and welcome everyone to the session on leadership. Start the 
conversation by asking some of the following questions. 
OBJECTIVE 
facts 
I . Who are some of the · 
unforgettable leaders that 
you know? 
2. What are some of their 
physical traits? 
3. What are some of the 
other traits that a leader 
should possess? 
REFLECTIVE 
emotions, feelings, 
associations 
I. How did this person 
affect you? 
2. How do you feel when 
you think about him/her? 
INTERPRETIVE 
values, meaning, purposes 
I . What meaning do you 
attach to this person's 
actions? 
2. How do you value this 
person's actions? 
DECISIONAL 
future resolves 
1. What are the qualities 
of a successful team 
building leader? 
2. How would you use 
these qualities in building 
up your team? 
CLOSING: Remind them of the qualities that have just been mentioned are those that all of us have in varying 
degrees. The work place needs managers and supervisors who can lead people. Inform them that problem 
solving will also be focussed on in the session. Introduce the presenter. 
SESSION 2 - LEADERSHIP - 2.2 - CORE CONTENT AREA 
Development of leadership Situational leadership principles How to identify which Developmental level of 
styles style to use employee 
Focus on how these styles Behavior Directive/Supportive Wh~n to YS~ th~ foyr D~v~lQ11ment Level 
lead to the development- of the Four Leadershi11 Styles: Direct- ili'ks Job knowledge, compe-
flexible leadership style. ing, coaching, supporting, Determine tence, motivation, 
Authoritarian: Gives orders, delegating. responsibility, Level of commitment 
specific how-to's, time frame. Directing: Specific instructions, performance. Using directiv~ style High 
Tight control. Appropriate for close supervision, one way Developmental level of commitment/motivation, 
new/inexperienced employees communications. Tight control. EE Apply leadership low competence/job 
Democratic: EE provide some approp. For new or style See attached knowledge 
input EE help determine inexperienced ee. supplements for ways Using ~oacbing or 
goals. Open and loose styles. Coaching: Leader explains to illustrate this SYllWrtive 
Approp. for experienced EE decisions, solicits responses, section. Moderate/variable, 
Hands-off Supervisor assumes directs tasks, provides commitment/motivation, 
EE knows; can motivate self appropriate support. moderate/variable com-
starters; Sense of trust Supporting. Joint decision petence/job knowledge 
dominates; Little direction making; Employee input; Leader Using g~legating ee shows 
Flexible: Conversations, supports efforts; Appropriate for high level 
lectures, workshops, inter- experienced employees commitment/motivation. 
active Delegating. Responsibility of High level competence/job 
decisions to employee. knowledge 
Appropriate for skilled, 
motivated 
SESSION 2 - LEADERSHIP WORKSHOP: - 2.31 - BLANCHARD LEADERSHIP MODEL 
RA TI ON AL OBJECTIVE: (Remember) Determine EXPERIENTIAL OBJECTIVE: (Experience) Realize they learn 
participants strengths and weaknesses using flexible to be more effective by applying a leadership style to fit the • 
leadership styles. situation at hand and the development level of ee. 
OPENING: Explain that this session they will do a workshop to help them apply situational leadership principles. 
Remind them there are no right or wrong answers. However, Blanchard process is excellent, good, fair, and poor 
criteria based on the reliability of the instrument. (Over 75,000 supervisors/managers say the instrument accurately 
reflects leadership strengths and weaknesses.) 
STAGE 1 STAGE 2 STAGE 3 
I. After giving them a brief 1. Become very familiar with the 1. Ask the group to spend some time in 
background pass out the scoring procedures. pairs analyzing the fair/poor responses. 
instrument. Allow about 30 2. Talk them through the process very 2. If there is time pass out the attached 
minutes. methodically and use the overheads situations (1-6), and break the group into 
provided by Blanchard. teams depending on the group size. 
2. Remind them that you realize 3. Remind them that even though 3. Allow the groups to solve the 
that the questions are limited in there are no right or wrong responses workplace situations using the situational 
information, but they should there are those that are excellent to leadership styles that they see fit, or 
answer the best they can. poor. pass the same situation to each team, 
4. Have additional training staff walk having each team use a different style. 
3. Stress no right or wrong around to help the participants score (Example, group 1 uses directive style, 
responses, take the pressure off the instrument. group 2 coaching, etc.) 
them. 
CLOSING: Thank them for their hard work. 
Supplement for Section 2.231 "How to identify when to use the four styles" of core content area 
Purpose: To illustrate the four leadership styles (directing, coaching, supporting, delegating) 
Process: 
1. Demonstrate how to use these styles by involving a training assistant as the employee. 
2. Depending on the sex of the assistant, choose names that correspond to the development level of the employee. 3. 
Next, create a work scenario where you are the supervisor, or get a participant to volunteer, and you explain, show, or 
delegate a particular task to the following employees. Each scenario will change depending on the developmental level 
of the employee. 
-Rookie Roger - this will be the new employee who has low skills/high motivation 
-Timid Tim - this employee has some skills/some motivation, however, unsure of himself & must be supported 
-Marginal Mark: this employee has some skills/ motivation, and needs support to become more skilled & confident 
-Competent Carl - this employee has high skills/high motivation, and you can delegate completely. 
4. After each scenario, ask the group why each leadership style was used. Focus on characteristics that the supervisor 
used, and describe features unique to the employee. 
5. Write the groups responses on the flipchart. Use a separate sheet for each scenario. 
6. Play with these characters to introduce the different leadership styles to be used with each ee. Remember the 
leadership styles vary according the employee and situation. You may use a variety of styles on each ee, according to 
the task at hand. For instance, add a spin to Competent Carl (give him a new task and be directive). 
7. Use the responses on the flipchart to segue into the importance of the developmental level of the ee. 
Wrap-Up: Brief discussion: how would you use this system in the workplace? 
TRAINER'S MANUAL - SESSION 3 - Communication & Conflict 
SESSION 3 OVERVIEW: COMMUNICATION & CONFLICT 
3.1 OPENING ACTIVITY 3.2 Core content: Communication/conflict in 3.3 Workshop/project 
Good Morning, What we did the workplace 3.31 Tug O' War, team exercise 
yesterday, Conversation 
3.21 Understand- 3.22 The Active 
3.32 Small group exercise, conflict 
ing conflict Listening Technique 
role plays 
3. 33 Case studies 
3. 23 Handling 3.24 The 5-Step 
emotional Coaching Process 
components 
OUTCOMES: As a result of this Session, the participants will be able to: 
1. Understand sources of conflict and how to deal with it in an appropriate way. 
2. Handle the emotional components of conflict. 
3. Utilize the active listening technique. 
4. Use the 5-step coaching process to resolve problems. 
COMMUNICATION OPENING ACTIVITY - SESSION 3 - 3.11 - CONVERSATION 
RATIONAL OBJECTIVE (Remember) To target where 
communication happens and doesn't happen in the workplace 
EXPERIENTIAL OBJECTIVE (Experience) We want 
supervisors to experience their vital role in keeping 
communication open 
OPENING: Welcome. Review yesterday: roles and leadership. Start conversation with comment on importance of 
communication. 
Objective (facts) 
Where does communication take 
place at work? 
What does effective 
communication look like? 
Where do you find 
communication getting blocked? 
Give an example of conflict you 
encounter on a day to day basis 
Reflective (emotions) 
How do you feel when 
effective communication 
is going on? 
How do you respond to 
blocked communication? 
What emotions are evoked 
when you are in a conflict 
situation? 
Interpretive (values) 
What are your 
responsibilities as a 
supervisor in keeping 
communication open? 
What is the purpose of 
open communication? 
What are your expectations 
of the person with whom 
you are in conflict with? 
Decisional (future resolves) 
What skills do you need to 
build on to develop your 
role as a good 
communicator? 
What skills do you need to 
improve your ability to 
deal with conflict? 
CLOSING: We are all in different stages of learning and there is a lot of research on communications - stylers, habits, 
techniques, etc. The presentation coming up will allow us to be more informed on the topic of 
communication and conflict. 
SESSION 3 - COMMUNICATION/CONFLICT - 3.2 - CORE CONTENT AREA 
3.21 CONFLICT 3.223 EMOTIONS 3.23 ACTIVE LISTENING 3.24 COMMUNICATING 
Conflict is unavoidable! Eocys Qll ~motions first Ben~fits of active listeninf: 2, Generate/discuss solutions 
Conflict is not some- only then can you ... Silence Removes Emotion by Mutually identify alternatives 
thing objective but in Concentrate on the real acknowledging it. Lets the Don't pre-select solution. EE 
people's heads. issue. Begin to see that a person know s/he was input/ selection= ideal. Multiple 
Anything can cause it. solution(s) is essential. listened to, Reflecting. options open up future 
Can be beneficial Engage in rational problem Enhances employees' self 3. Agree on action. Reflect 
Triggers of conflict in solving. es-teem by asking for back what is said, confirm 
the workplace: The How do )'.OU reduce/handle his/her input what is said, confirm who does 
supervisor, managf1ment emotions?. Silence 5-Step coaching process what, when. 
policies. The employees, Treat someone with respect Define problem, generate/ 4, Follow up. Schedule regular 
others. Build Self-Esteem. Smile discuss solutions. Agree on review with those above as 
How do we handle . Active listening empathy vs action. Follow-up for well 
conflict? sympathy action. Recognize/evaluate 5. EvaluateLachievem~nt. 
Fight, Fright, Flight l. Understanding Feeling achievement. Provides reinforcement for 
Conflict avoidance 2. Re-State Content Probl~m solving. l. Define future behavior; Make 
results in: resentments, TechniQu~s for active problem. Don't bypass, necessary changes; Celebrate 
fear, lower morale, listening save time. Clarify success. 
gossiping, griping, Eye contact/body language; consequences, Questions - win/win 
backbiting, blow-ups paraphrasing, reflecting ownership of Problem. No 1. Did we solve the conflict? 
inability to meet feeling, reflecting meaning, blame or judgement. 2. Could we have avoided this 
objectives. provide feedback, self Problem =conflicting. situation? 
Environment/Timing esteem. Authorize action plan. 3. How could you avoid this in 
Listen Ideal: decisions by those the future? 
involved 
SESSION 3 - COMMUNICATION/CONFLICT WORKSHOP: - 3. 31 - TUG O' WAR 
Rational objective: (Remember) Use approaches Experiential objective: (Experience) Realize interrelationships 
likely to achieve objectives. in team efforts. 
The header is shown here due to lack of space in 
the format. 
SESSION 3 - CONFLICT/COMMUNICATION WORKSHOP: 3.32 - CONFLICT ROLE PLAYS 
RATIONAL OBJECTIVE: (Remember) Determine the creative EXPERIENTIAL OBJECTIVE: (Experience) To realize that they have the 
strategies that have been used to deal effectively with supervisory where-with-all to generate or find creative responses and to begin 
problems. participating. 
OPENING: Explain that for this session they will be doing a workshop on the problems that they face, and what supervisory strategies work. They 
will be working individually, in pairs and as a group. 
STAGE I STAGE 2 STAGE 3 
{;ONFLICT ROLE PLAYS 1) As you are 2) Monday morning you come into your 3) One of your most dependable employees, 
checking your production line, you hear Paul office and find 2 of your more senior Doug, has just asked to talk to you as soon as 
Brown, production supervisor, yelling at one employees waiting for you. You can tell possible. You sense he wants to ask you if you 
of your employees, Tom Miller. You ask from the look of things that neither is happy. had any luck getting a raise for him. You ask 
what is going on and Paul says that Tom was Mark and Penny are both good employees Joan to take over for Doug and tell him to meet 
told to fix the packing machine first thing that with 10 years seniority. Mark is fuming you at the water fountain. Doug leans against 
morning. It's now l:OOp.m. and Tom is just because Penny has flipped the radio in the the wall, arms folded and says, "Well, what did 
getting around to it. Paul says he feels he has casing area to the country station. Mark is you find out about my raise?" You respond 
been wronged; that his equipment is always tired of country. He listened to it all last week with, "Doug, you know it's been a lousy year 
the last fixed and now his schedule is way and feels he's entitled to a little "normal" rock and no-body is getting anymore than a 35 cent 
off. & roll. Penny feels that Mark's station is too raise. I told them what a good job you do and 
Tom is one of your more valuable loud and could present a safely hazard. Her how much I depend on you, but they said no 
employees. Paul is a good friend of the plant contention is that country music is more dice and its the same companyside." Doug 
manager. You need to address the situation soothing and conducive to background music. responds, "Jeez, Ann, I've been here for two 
with Paul about plant priorities for You have been a supervisor for 4 months years, I bust my buns doing a good job, get a 
maintenance. You have to cool Paul down and this problem has come up more often than top rating on my performance evaluation' and I 
without losing Tom. you care to count. It must be resolved. get a lousy 35 cent raise just like all the rest of 
the goof-offs. What's the point? They can take 
this job and shove it. I quit." 
CLOSING: Thank them for sharing approaches that work. Affirm the work of the group. 
Tu~ o' wnr exercise Change in a 
team or organization means 
essentially an alteration in the way 
things get done in the system. 
This exercise provides a 
framework for problem solving 
and for implementing planned 
change efforts around a wide range 
of group and organizational issues. 
This "force field" psycho-drama 
aims to facilitate change by 
altering the equilibrium in the 
direction of more openness by: I. 
Strengthening or add-ing forces in 
the direction of change. 2. 
Reducing or removing the 
restraining forcd. J. Changing the 
direction of the forces. 
lm!n1ctions: The "policy" to he 
examined is one which may effect 
a department alone or an entire 
company. In this case it is to be a 
total company policy to be 
implemented throughout the 
organization. The Facilitator 
divides participants into two teams: 
one te~m as a driving force for 
long lead time. In this case, top 
management has made the decision to 
implement a smoke free policy the 
employees and has set a very short 
time for the policy to take effect. 
ABC Corp's goal is to implement this 
policy successfully almost 
immediately. Possible driving forces 
for the new_policy; As a nonsmoker, 
why should I have to subject myself to 
second hand smoke? A smoke free 
policy is socially and environmentally 
correct. A smoke free policy will 
reduce health care costs to the 
employer and employees who smoke 
get extra time off work to take 
smoking hreaks. Possible restrainine 
[orces: I have smoked for 25 years; I 
can't quit. This policy was not in 
effect when I was hired. A smoke free 
policy is an infringement upon my 
right to smoke. Management has not 
asked for our input; the policy is not 
fair. The facilitator asks participants 
which sentiments they support. 
Facilitator casts them in the roles of 
the restraining forces or in the roles as 
er end of the rope in a tug-of-war 
position. The rope is marked on the 
floor with masking tape placed 3-6. 
The starting point (the center mark on 
the feet from the starting point on the 
side of the "driving forces." Those 
pulling on the rope are instructed to 
equalize their force in order to hold the 
center of the rope over the starting 
point. The facilitator starts a dialogue 
with each of the forces and encourages 
the "forces" to talk to one another in 
order to more fully understand 
conditions as they exist. After the 
current state has been fully explored, 
the facilitator acts as a director for the 
drama & rearranges the forces (add 
power to the driving side; 
eliminate/weaken the restraining 
forces) to establish a new equilibrium 
over the goal mark. During this phase 
the forces/teams may argue, challenge, 
or question the director as s/he tries to 
move them. The lively, physical 
interchange demonstrates the dynamics 
of bringing about the de-sired change. 
Following the drama, the facilitator 
SESSION 3 - CONFLICT/COMMUNICATION WORKSHOP: 3.33 - CASE STUDIES 
RATIONAL OBJECTIVE: (Remember) Determine the creative strategics that have 
been used to deal effectively with supervisory problems. 
EXPERIENTIAL OBJECTIVE: (Experience) To realize they have the ability to generate or 
find creative responses and to begin participating. 
Opening: The 3 C85C studies show different ways you get agreement that a problem exists. How would be open comments, explore questions, focus remarks in each situation? 
Situation One: You pride yourself on having 
good lines of communication with your ee's & 
make sure you say something to each ee every 
day. Periodic team meetings strengthen a sense 
of openness which you believe is the primary 
reason for your unit's excellent production rate. 
One day, you sense some- thing is wrong 
with Nancy, who has been with you for some 
time. She is always a quiet, efficient type, 
never rocking the boat, & puts in a solid days 
work everyday. You have gradually increased 
her responsibilities. She is one of your best. 
You come upon her as she is having difficulty 
with the machine she operates. You ask how 
things are going. She explodes, saying "I've 
had it working here. I'm tired of working so 
hard, I can't make it any more, the new work 
schedule is crazy, things aren't going so well at 
home, and you never listen to me, so what's 
the use in telling you all this anyway." First 
stunned, you regain your composure & 
remember the 5-step coaching pro-cess. Write 
out 4 or 5 ways you can deal with Nancy. 
Remember her outburst was a symptom of the 
problem, not the problem. 
Situation Two Joe has been with the 
company a long time. He is doing his best 
but can't quite fill his new job requirements. 
The change to the longer hours have been 
hard for him to accept as well. You're not 
sure if the issue is motivation, reluctance to 
change, actual physical limitation, a 
combination of all three, or something else 
all together. He's well liked and respected 
by all his peers, so much so that you suspect 
some are even "covering" for him on 
occasion. You've been looking the other 
way and don't want to really see what you 
deep down know to be true. 
One day Joe shows up late for work during a 
pattern of tardiness. You know you can't 
avoid the issue any longer. You invite Joe 
to sit down at your desk for a moment. 
Again, using the "Coaching Process," list 
four or five ways to come at questions you 
could ask to enable you and Joe to agree that 
a problem exists. Remember, don't assume 
you know what the problem is and he 
doesn't. 
CLOSING: Thank them for sharing approaches that work. Affirm the work of the group. 
Situation Three Barry is one of the college 
kids ABC Corp. has hired during the summer 
to help cover the vacation schedule. He's 
young, bright, energetic and also a little too 
smart for his britches. He quickly learned the 
ropes and now is become something of a 
"know it all" type "pain in the neck" to 
everyone around him. He's been telling your 
employees about how they should be doing 
their work. And while his suggestions 
haven't been half bad, his style is downright 
obnoxious. Since he has about a month left, 
you figure you'll just tolerate it. 
Sam, however, can't take it anymore. He's 
fed up with Barry and when Barry offers 
another one of his good ideas to Sam, the 
flash point is reached. Sam verbally lays into 
Barry right on the production floor. You see 
this happening and while you can't hear them, 
you know exactly what's going on. You rush 
over to them and get between to prevent the 
tension from getting out of hand. Now, what 
do you do? Use the "Coaching Process" to 
guide you thinking. 
TRAINER'S MANUAL - SESSION 4 DISCIPLINE & THE LAW 
BASIC SUPERVISION COURSE - 1996 
SESSION 4 OVERVIEW: CONFLICT & DISCIPLINE 
4.1 OPENING 4.2 CORE CONTENT 4.3 WORKSHOP/PROJECT 
ACTIVITY Discipline and the Law Option #1 - Role Plays 
Option #1 - Good Morning, 
distribute questionnaire: "How The importance of Law in the workplace Option #2 - Case Study 
much do I know about Sexual discipline new laws 
Harassment?" 
Option #2 - Good Morning, show Set the context for The employee grievance 
video: "The Troubled Employee" discipline procedure 
or another suitable choice. 
OUTCOMES: As a result of this Session, the participants will be able to: 
1. Identify potential discipline problems before they become major areas of conflict. 
2. Be alert to potential areas of legal problems in the workplace. 
3. Utilize methods of dealing with potential and actual problems of law and discipline. 
4. Utilize methods of dealing with discipline which are least likely to result in litigation. 
SESSION 4 - Discipline Opening Activity 
4.11 - Questionnaire (see next page): - How much do I know about sexual harassment? 
STAGE 1 
1. Explain that sexual harassment is an 
issue that every supervisor is 
responsible for preventing. 
2. As representatives of company, 
supervisors must be informed. 
3. Tell them answers will be given 
upon completion. 
I 
4. They have 10 minutes to complete 
the questionnaire. 
5. Distribute questionnaire. 
STAGE 2 
1. Give correct responses to 
questionnaire. 
2. Explain that everyone should 
have scored 100%. If they did not 
this illustrates the importance of 
this session and their responsibility 
to know the law. 
STAGE 3 
1. Ask the group thought provoking 
questions. 
2. Were you surprised by your 
scores? 
3. Did you know more/less than you 
thought you would? 
4. Who generally gets harassed in 
the workplace? 
5. As a supervisor what do you do? 
6. How could you be more 
effective? 
CLOSING: As supervisors you are representatives of your company. Therefore, you must know the law and 
understand it. Introduce the presenter. 
SESSION 4 - DISCIPLINE OPENING ACTIVITY: 4.11 - Questionnaire - sexual harassment? 
T F 1. Men in male dominated 
workplaces usually have to change their 
behavior when a woman begins 
working there. 
T F 2. An employer is not liable for 
sexual harassment of one of its 
employees unless that employee lost 
specific job benefits or was fired. 
T F 3. A court can require a sexual 
harasser to pay part of the judgement to 
the employee he or she sexually 
harassed. 
T F 4. A supervisor can be liable 
for sexual harassment done by one of 
his or her employees to another. 
T F 5. An employer can be liable 
for the sexually harassing behavior of 
management personnel even if it is 
unaware of that behavior and has a 
policy forbidding it. 
T F 6. It is appropriate for a 
supervisor, when initially receiving a 
sexual harassment complaint, to 
determine if the alleged recipient 
overreacted or misunderstood the 
alleged harasser. 
T F 7. When a supervisor is talking 
with an employee about an allegation 
of sexual harassment against him or 
her, it is best to ease into the allegation 
instead of being direct. 
T F 8. Sexually suggestive visuals 
or objects in a workplace don't create a 
liability unless an employee com-plains 
about them and management allows 
them to remain. 
T F 9. The lack of sexual 
harassment complaints is a good 
indication that sexual harassment is not 
occurring. 
T F 10. It is appropriate for a 
supervisor to tell an employee to 
handle unwelcome sexual behavior if 
he or she thinks that the employee is 
misunderstanding the behavior. 
T F 11. The intent behind employee 
A's sexual behavior is more important 
than the impact of that behavior on 
employee B when determining if sexual 
harassment occurred. 
T F 12. Making comments like 
telling a person how great or sexy they 
look is normal work talk and is not 
sexual harassment. 
DISCIPLINE OPENING ACTIVITY - SESSION 4 4.12 - VIDEO/CONVERSATION 
RATIONAL OBJECTIVE (Remember) To see examples EXPERIENTIAL OBJECTIVE (Experience) 
of discipline in action. Experience discipline procedures as helpful to the 
employee as well as the company. 
OPENING: Good morning. Tell participants that while they are watching the video (The Troubled Employee) they 
should look at ways supervisory intervention becomes necessary. (Show video) Begin the conversation. 
OBJECTIVE REFLECTIVE INTERPRETIVE DECISIONAL 
facts emotions, feelings, values, meaning, purposes future resolves 
associations 
1. What is this video 1. How did you feel about 1. How would you have 1. What do you hope to 
program about. the way each scenario was handled these situations? learn in this session that 
resolved? The same? Differently? will make you a more 
effective supervisor? 
2. How did the supervisor 2. What emotions were 2. What was the key 
handle each situation? portrayed? message? 
CLOSING: This conversation has served as a bridge to the lecture on discipline. Introduce the presenter. 
SESSION 4 - DISCIPLINE AND THE LAW - 4.2 - CORE CONTENT AREA 
4.21 Importance of 4.22 Law in the 4.23 Setting the context for 4.24 Employee 
discipline workplace/new laws discipline grievance procedure 
Si~nifi~ance of discipline NEW LAWS Communicating disciplin~ STEP ONE 
program. To correct OSHA policy. Provide basic Notification 
inappropriate behavior. To Sex discrimination orientation. Train workers on Complete grievance 
change behavior. To assure Age discrimination policies. Explain consequences form. Written response 
fair treatment. To maintain Race discrimination Effective disciplin~ technigu~s 
organization standards Sexual harassment Initiate immediately. Consistent STEP TWO 
Discipline policies ADA application of standards. Meeting with manager 
' Must be fair and consistent. ENFORCING THE LAW Warnings. Clear understandings Written response 
Be applied to all Cannot be ignored Conducting the interview 
employees. Be document- Applies to all Gather facts prior to meeting. STEP THREE 
ed, supported, & Consequences apply to all Notify personnel. Conduct the Request meeting 
understood. Insist on behavior changes interview. Document the arranged. Written 
Managing & Organization LAWS AND DISCIPLINE interview. Progressiv~ punish- response 
Discipline - shortcomings Part of work rules ment. Oral warnings, written 
Inappropriate job assign- Catch early warnings, suspension, STEP FOUR 
ments. Lack of under- Insist behavioral changes discharge. Why is feedback Request meeting be 
standing policies. Failure to DOCUMENT A TI ON important? Don't know problem arranged. Written 
explain duties. Lack of How to document exists. EE's need coaches. EE's response 
proper rationale. Completeness of report want to do well. When is Final 
Typical worker discipline Reports for file feedback necessary? When 
Unmotivated. Lack of job Reports to be retained problem identified. Regularly, 
training. Dissatisfaction nonconfrontational, eliminate 
inappropriate 
SESSION 4 - DISCIPLINE WORKSHOP ACTIVITY: 4.31 - ROLEPLA YS 
RA TI ON AL OBJECTIVE: (Remember) To understand EXPERIENTIAL OBJECTIVE: (Experience) To gain 
that part of the discipline process is providing effective confidence in one's ability to listen and provide helpful 
feedback that enables employees to correct their feedback in different situations. 
' 
behavior. 
OPENING: Welcome everyone. Bring out any highlights from the presentation. Context this workshop as being a role 
play in groups of 3 followed by reflection time. 
STAGE 1 STAGE 2 STAGE 3 
1. Tell participants about the role 1. Allow time for each role play to Gather the groups back together for 
plays. develop (approx. 4-5 minutes). debriefing conversation: 
Remind them to rotate roles for each 1. What did you learn about feedback 
2. Divide into groups of three. scenario. techniques? 
Supervisor, employee, and observer. 
2. Training staff should walk around to 2. What traps to avoid? 
3. Distribute the scenarios. observe and give advice as it is needed. 
3. What was helpful? 
4. Have each group decide who will 3. After each role play have the group 
play what role. reflect upon what they have 4. What was the hardest thing to do in 
experienced. situations like these? 
5. How was this exercise helpful? 
CLOSING: Tell the participants that practicing these techniques in a safe environment such as this training program 
allows them to be effective in real situations. Thank the participants for their participation. 
SESSION 4 - DISCIPLINE WORKSHOP ACTIVITY: 4.32 - CASE STUDY 
RATIONAL OBJECTIVE: (Remember) To EXPERIENTIAL OBJECTIVE: (Experience) To practice 
understand that part of the discipline process is troubleshooting how to resolve and provide helpful feedback in 
providing effective feedback that enables employees a difficult situation. 
to correct their behavior. 
OPENING: Welcome everyone. Bring out any highlights from the presentation. Context this workshop as being a 
case study that they will analyze in groups of three followed by a large group discussion. 
STAGE 1 STAGE 2 STAGE 3 
1. Tell participants briefly about the 1. Have each group answer the As a large group discuss how they 
case study. discussion questions at the end of the would resolve this workplace problem: 
case study (allow 15-20 min.). 1. What are the facts of this case 
2. Divide into groups of three. study? 
2. Training staff should walk around 2. What are the issues/problems? 
3. Distribute the case study: to observe and give advice as it is 3. What mistakes did management 
"Performance Evaluation at Western needed. make in this case? 
Savings" to each participant. 4. How could these problems have 
been avoided? 
5. What can be done to avoid these 
problems in the future? 
CLOSING: Tell the participants that discussing ways to resolve problems such as these allows them to be more 
effective in real situations. Thank the participants for their participation. 
TRAINER'S MANUAL - SESSION 5 - PERFORMANCE APPRAISAL 
SESSION 5 OVERVIEW: PERFORMANCE 
5 .1 Opening activity appraisals I 5.2 Core content Performance appraisals 5.3 Workshop/project 
have known 
5.31 Review written 
5. 21 Key appraisal 5 .22 Setting standards performance appraisals 
' concepts 
5.32 Role play performance 
5. 23 Conducting 5. 24 The setting conference 
interviews 
5.32 Small group role plays 
OUTCOMES: As a result of this Session, participants will be able to: Conduct an appropriate, legal performance 
appraisal interview. 
\ 
.f::>. 
N 
00 
PERFORMANCE - OPENING ACTIVITY - SESSION 55.11 - CONVERSATION 
RA TI ON AL OBJECTIVE (Remember) That they have EXPERIENTIAL OBJECTIVE (Experience) That they can 
played both sides of this process and they know how it take charge of the process in order to work best with their 
works, or doesn't. employees. 
OPENING: Tell everyone you are glad they are here, on this final day of the three day program. Tell them we're 
interested in what concerns them about performance appraisal, and we will begin with ... 
OBJECTIVE REFLECTIVE INTERPRETIVE DECISIONAL 
facts emotions, feelings, values, meaning, purposes future resolves 
associations 
Share with us a time What happens when What are the ways in which 
when you were appraised What happened during your performance problems go we can improve our 
- in a few words best performance review? unnoticed? handling of performance 
problems? 
WATCH TIME: give What happened during your What are the things that you 
everyone 30-40 seconds worst performance review? want to have happen in the 
performance appraisal 
(emphasis should be on the process? 
emotional aspect) 
CLOSING: All of who we are and the experiences we have had must go into the most caring, helpful appraisals with 
our employees. In the following presentation, you will really get on top of the step-by-step process that makes for a 
successful performance appraisal. 
Issues for perfonnance appraisal 
Preparation, get approval. 
Practice prior to the session. Ee 
input, define improvement plan. 
Mutual agreement; time for 
follow up, documentation. 
Follow up=key to improvement. 
Ee responsible for improvement. 
Goal= treat. Ee' s adults. Make 
feelgood about PA. Major 
purposes of appraisal. 
administrative: make basis for 
granting salary adjust. Helps in 
selecting ee' for transfer, 
promotion. Validate 
selec. techniques to meet eeo 
require.; determine ee's train-ing 
needs; improve commun. with 
supervisor/ee. Developmental: 
provide ee with information re 
perf. expectation. Provides feed-
back re subsequent perform. Ad-
vice, coaching, counseling. help 
ee's meet expectations not yet 
achieved. Basis for career 
planning & development. 
Motivational: Use objective PA 
system. Foster initiative, develop 
sense of responsibility, increase 
ees efforts toward achieving 
personal, organize. goals. 
PA allows Supervisor/Manager to 
maintain control of ees work 
perfonnance, provides 
documentation for employee 
action, helps ee awareness & 
growth. Promotes increased 
productivity. What can be 
Appraised. Ee's achievement of 
goals, both personal and 
organizational. Job behaviors: 
reliability, cooperativeness, 
initiative, attitude, attendance, 
adaptability, learning ability, 
judgement, responsibility, skill. 
Work perfonnance: work quality, 
job knowledge, productivity, 
output. Problems: Performance 
Appraisals. Different raters may 
have different standards. PA 
System Elements 
Identify objectives, establish 
policies/procedures. Analyze jobs: 
write job descriptions, identify 
types of performance to be 
assessed. Design measures of 
perfonnance. Communicate 
perf. standards to ees so they 
know the level of performance 
expected. Observe ee performance 
(usually by immed. super. who 
knows the work best). Document 
perf.& results. 
Offsets tendency to remember 
only recent events; insures the 
appraisal will be based on a 
representative sample ee 
perfonnance during appraisal 
period; important for feedback 
phase. Evaluate performance, 
results (use appraisal form) 
against some standard. Discuss 
appraisal with ee. Conference: 
explain decisions (cf.salary); 
make plans for improvement. 
Followup: observe performance, 
results, monitor, reinforce, 
provide guidance. Clarify work 
activities. Review & update job 
descriptions. Base so appraisal 
on what ee actually does, 
opposed to what supervisor 
thinks he does. Know what 
performance to evaluate. Review 
performance expectations: each 
behavior being evaluated, not 
just overall performance. Review 
or-ganization/depart. 
objectives/goals to more 
carefully assess whether ee 
reaching them. Perf. standards 
characteristics. State of desired 
results. word to include 
reference to accurate means 
measurement. Avoid 
misinterpretation. 
Standards of performance: A 
writ-ten statement of the 
conditions which exist when job 
is done well. Conducting 
performance appraisal 
conference: preparation Note: A 
supervisor/manager must 
anticipate all possibilities, be 
able to answer the question How 
can I be an above average ee? 
Key is careful preparation. 
Super.should plan content: 
positive, negative, new goals. 
Interview in private setting, 
private office, conference room, 
no disturbances during 
interview. Timing import. both 
amt.time & ee temperament. 
Prepare ee, ample notice. Give 
blank or selfappraisal form. 
Review written records. Ask 
others' opinions. Ee time to 
analyze. Setting Stage Review 
why, explain how, stress 2way 
commun. Openended? encourage 
participation. Active listening. 
Set new objectives: identify ee 
strengths, don't be all negative, 
be specific about positives and 
negatives. Ob-serve areas of 
improvement, make feedback 
futureoriented. See total perf. 
over 6 mo./yr. Focus: next yr. 
SESSION 5.31 - PERFORMANCE WORKSHOP: Review written appraisals, role play performance conference 
RATIONAL OBJECTIVE: (Remember) Use real EXPERIENTIAL OBJECTIVE: (Experience) Sense 
examples to establish base of knowledge difficulties of approaching the problem 
STAGE 1 STAGE 2 STAGE 3 
' 
Handout copies of performance Role play a performance appraisal Move to Session 5. 32 for small 
appraisals from different companies. conference. group role plays. ' 
Give 10-15 minutes to review and 
make suggestions on improving the 
content and format. (Usually, the SME will be the giver 
and the training assistant will be the 
receiver. A variation of this would 
Have a volunteer from the group lead be to ask one or more of the 
the discussion of form I, then have experienced participants to be 
others add their comments. Do this involved). 
also with form 2 and 3. 
Discuss the positive points, places 
where responses could have been 
improved, and the overall 
performance. 
CLOSING: Performance appraisals need a lot of careful work. We will also do some role plays to show the 
complexities involved. 
SESSION 5.32 PERFORMANCE WORKSHOP: - GROUP ROLE PLAYS 
RATIONAL OBJECTIVE: (Remember) Actual practice I EXPERIENTIAL OBJECTIVE: (Experience) How it feels 
ST AGE 1: Some Tips & Rules STAGE 2 Acting Out STAGE 3 Putting It Together 
Information gatheting interview technigues: Open-ended Performance appraisal workshop - role plays Laws that affect eerfo!!!l!nce aeeraisal: Equal Pay 
questions are neutral & non-restrictive; allow ee freedom in 1. Ee has been on the job for 3 months. It is time for his/her Act of 1963; Civil Rights Act of 1964, amended in 
answering questions; encourage them to talk; stay on track "probationary" evaluation. This evaluation will decide whether 1972 and 1978 (if cc claims discrimination, 
(when you allow people to talk freely, they ramble).Have all or not he/she will remain with the company. The cc has been employer must prove job-related criteria were used 
information in front of you. When setting goals: be specific; on-time for work and has had perfect attendance. This ee has in making any judgements). Age Discrimination 
make it measurable; set time limit; be realistic; challenging. been a little sluggish in learning the position. This ee does not Act of 1967; Rehab Act of 1973; Buckley 
The Law and Performance Aeeraisal: law re-quires get along well with workers. Amendment, Privacy Act of 1974; Americans with 
performance appraisals be job-related & valid; based on 2. Ee is an average ee. S/he meets the mini-mum requirements Disabilities Act. 
thoroughjob analysis; standardized for all ees; no bias re race, established. The ee looks at the job as just that, a job. S/he has 
color, gender, etc.; no subjective/vague criteria; performed by no ambitions to further his/her career. This ce has been with the How do these laws impact on conducting an 
a person with adequate knowledge of the job. Rules to stay company for four years. appraisal? 
within legal boundaries: document reason for all em-ployment 3. Ee is above average. S/he has increased his/ her productivity 
decisons, positive or negative; base appraisal on specific, by 15% in most of his/her job. This ee has introduced some 
clearly communicated job requirements, best when written; innovative approaches to her/his position. The ee has been on 
avoid subjective appraisals of ee's personal characteristics; the job for 1 1h years. 
base appraisal on a number of observations, don't write a 4. Ee is an excellent one. S/he has excelled on job knowledge, 
negative appraisal just after ee has made an unusual mistake; judgment, initiative and ability. You really think this person 
keep records private; allow ee to see appraisal & make an should be promoted or move on to another position. 
appeal if he/she thinks its unfair. 
CLOSING: Performance appraisals will be with us for a long time. Perhaps now, we can use them more effectively 
I TRAINER'S MANUAL - SESSION 6 MANAGING I 
SESSION 6 OVERVIEW: MANAGEMENT 
6.1 Opening activity: conversation: managing 6.2 Core content: planning, delegating, organizing & you 6.3 Workshop/project 
teams 
6.21 The work: planning 6.22 The work: delegating 6.61 Wallboarding exercise 
6.23 The work: organizing 6.24 The work: yourself 6.62 Certificates 
OUTCOMES: As a result of this Session, the participants will be able to utilize specific time management skills, understand the need to plan, organize and delegate. 
MANAGEMENT ROLES OPENING ACTIVITY - SESSION 6 - 6.11 - CONVERSATION (see also 6.12 & 6.13 options) 
RATIONAL OBJECTIVE (Remember) That there are thipgs to do that will enhance EXPERIENTIAL OBJECTIVE (Experience) A possibility of taking advantage of team 
the team in any environment. spirit in this current setting, & participants are team members. 
OPENING: Welcome the participants to the last module of the Basic Supervision course. 
OBJECTIVE - facts REFLECTIVE - emotions, feelings, INTERPRETIVE - values, meaning, DECISIONAL future resolves 
What is am example of a team that you associations purposes What is the strongest talent you bring to 
have participated in at some time or What did you like about being on the What are the dynamics of an active team your team right now? 
other? team? - how do things really work:? 
Who were some of the people in that How can you be a better team member? 
team? What were the struggles to being part of Why is it important to work: as a team in 
What did the team do, what was their the team? your organization? 
task:? 
CLOSING: Give 15-20 second witness to being open to teams, round robin 
SESSION 6 - MANAGING FOR SUPERVISORS - 6.2 - CORE CONTENT AREA 
6.21 The Work:: Planning 6.22 The Work:: Delegation 6.23 The Work:: Organizing 
Managing for Supervisors: The work:: planning, delegation The work:: organizing 
The Work:: planning, organizing. The worker: leading, Manager retains 4 important things: training, resources, list jobs, activities; 
controlling results. Yourself: managing the time. The monitoring, follow up. Manager delegates two things: group and assign; 
work: - planning. Failure to plan is planning to fail. specific task: and authority to get it done. show relationships; 
Objectives: targets, desired end results. Based on three The work:: planning-why not delegate? define responsibility and authority; coordinate 
purposes: profit, product/service, social responsibility. Fear it won't be done right; retain responsibility anyway; communicate. 
Serve as guide for decisions, consistency, efficiency, comfort, routine, like the work:; quicker to do it myself. 
evaluation. Set goals to achieve objectives. SMART The work:: planning-steps in delegating Organizing: 
Goals. Blanchard: specific; measurable; attainable; Set the framework:, expected results; define limits; each job has an objective; 
relevant; track:able. confirm understanding each job has known requirements; responsibility is 
The work: planning steps. Have a clear objective in mind; solicit ideas; suggest others; set up follow-up times. shared; 
look at alternative ways; analyze alternatives; choose best 2The work: planning-delegate, don't abdicate! efficiency vs. effectiveness. 
one; list specific activities for the chosen alternative; Invest the time; teach your worker the new task; develops 
implement and follow up. The work: planning, MBO. and stretches both of you!; be a fishing instructor. The worker: coaching 
Individual plans & accountability; built on overall Praises, listens, facilitates; 
objectives as base; involve mutual goal setting; call for understands feelings and frustrations; communicates; 
action, follow up; evaluation; rewards for goals met. models, challenges, trains 
(continued from previous page) 6.24 The Work: Yourself 
Managing yourself-Time Management Rules List goals, set priorities: A, B, C; make a specific "To Do List"; start with A's, stay with A's, not C's; ask yourself "What is the best use of 
my time right now?"; handle paper only once; do it now! Alan Lakein. 
Managing yourself-Time Management Time Wasters; no plan; busyness; crisis; interruptions; meetings; perfection; procrastination; just say no; disorganized work area (pilemania). 
Managing yourself. More suggestions. Break jobs into segments of 6-1 minutes; start with the worst; use tools suited to you and job; build awareness of time; leave time for emergencies, 
flexibility; use wait-ing time, rest; curb social part of meetings, calls; screen calls, visitors. Other suggestions 3-D sort: Do it! Ditch it! Delegate it! Internal prime time, exercise to add. 
Group similar tasks; don't interrupt. Do A-1 's first 
SESSION 6 -MANAGEMENT-EVALUATION & WRAP-UP- 6.13 -WORKSHOP ACTIVITY, CONCLUSION 
RATIONAL OBJECTIVE (Remember) To have a chance to process the whole 3-day EXPERIENTIAL OBJECTIVE (Experience) Internalize feelings and resolves about 
course being a Supervisor 
OPENING: OPENING: It is appropriate that we spend part of our final session reflecting on the 3 days we have been together and the future implications for ourselves as 
Supervisors. Please take one of the written evaluation sheets (see 6.13) and fill it out. After that, we will reflect together. 
OBJECTIVE - facts, NOTES. Have them REFLECTIVE - emotions, feelings, INTERPRETIVE DECISIONAL 
fill out the evaluation form first! Keep associations values, meaning, purposes future resolves 
your books & papers closed! (this allows 1. As a group, where were we the most 1. How will you operate differently as a 
better reflective effort). 1. What is one involved in the training? Place color l 1. What has been the most helpful thing result of this training? 
thing you remember from the last three card in Session. you learned this week? 
days? 2. Name any of the six sessions of 2. When did we have the most fun? Place 2. Where are the areas you need to work 
the course. (Get them all named, create a color 2 card in Session. 2. What has been the value of this course on in the future? 
wallboard chart of the six sessions). 3. to you? 
Name one new skill you have learned this 3. When did things drag for you? Place 
week. Now, look at the course outline in color 3 card in Session. 3. Who do you know that needs this 
the front of the book to boost your course? 
memory. 4. When were you personally the most 
involved? Place color 4 card in Session. 
CLOSING: Hand out certificates. Thank them for their contributions and participation, send the group off with an encouraging comment. 
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SESSION 6 - MANAGEMENT- 6.13 EVALUATION FORM 
INSTRUCTIONS: Please read the question carefully and then Circle the 
appropriate letter. Please note that the rating system words change according to the 
question. 
A. V cry much so 1. Was the content appropriate for people at your level 
B. For the most part 
of training and experience? C. Somewhat 
D. Only slightly 
E. Not at all 
A. Very much so 2. Was the content appropriate for people at your 
B. For the most 11art personnel classification? C. Somewhat 
D. Only slightly 
E. Not at all 
A. Very much so 3. Will the information presented be valuable to you 
B. For the most part 
considering your current and/or anticipated job C. Somewhat 
D. Only slightly responsibilities? 
E. Not at all 
A. Very much so 4. Was the sequence of the content logical? 
B. For the most part 
C. Somewhat 
D. Only slightly 
E. Not at all 
A. Much more than needed 5. How would you rate the amount of time spent 
B. Somewhat more than needed 
covering the content? C. About right 
D. Somewhat less than needed 
E. Much less than needed 
A. Much too fast 6. How would you rate the pace of instruction? 
B. Somewhat fast 
C. About right 
D. Somewhat slow 
E. Much too slow 
A. Very much so 7. Did you have sufficient opportunity to practice or 
B. For the most part 
apply what was taught? C. Somewhat 
D. Only slightly 
E. Not at all 
A. Very much so 8. Did the participant materials (e.g., Participant Guide, 
B. For the most part 
other reference materials and handouts) contribute to C. Somewhat 
D. Only slightly your learning? 
E. Not at all 
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A. Very much so 9. Did the visual aids (e.g., videotapes) contribute to 
B. For the most part your learning? C. Somewhat 
D. Only slightly 
E. Not at all continued ...... 
A. Very much so 10. Did you understand the objectives of the instruction? 
B. For the most part 
C. Somewhat 
D. Only slightly 
E. Not at all 
A. Very much so 11. Are you able to perform the skills and/or understand 
B. For the most part the concepts presented? C. Somewhat 
D. Only slightly 
E. Not at all 
A. Very much so 12. Did you acquire new skills or knowledge? 
B. For the most part 
C. Somewhat 
D. Only slightly 
E. Not at all 
A. Very much so 13. Did you improve skills you already have? 
B. For the most part 
C. Somewhat 
D. Only slightly 
E. Not at all 
A. Very much so 14. In general was the faculty prepared? 
B. For the most part 
C. Somewhat 
D. Only slightly 
E. Not at all 
A. Very much so 15. Did the faculty give clear and comprehensive 
B. For the most part 
answers to participants' questions? C. Somewhat 
D. Only slightly 
E. Not at all 
A. Excellent 16. How would you rate the overall effectiveness of the 
B. Good faculty? C. Fair 
D. Marginal 
E. Poor 
A. Excellent 17. How would you rate the overall quality of this 
B. Good instruction? C. Fair 
D. Marginal 
E. Poor 
Any additional comments? 
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This form of evaluation/testing is frequently called a "smile test." That is, 
the trainees tend to have a halo effect at the conclusion of training, and often give 
higher than realistic scores to their instructors. Nonetheless, it is probably one of 
the favorite tests used by trainers. I wonder why? 
APPENDIX 1 
PART TWO 
CHECKLIST CHARTS OF CROSS-CULTURAL 
TECHNIQ~ AND VALUES 
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Appendix 1, Page 2 OVERVIEW OF PROGRAM - Subject & Activities 
TECHNIQUE VALUE 
• Time is viewed differently around the world . 
Time frame of 
training • Be aware of appropriate starting and stopping times, 
program. length of lunch, frequency and character of breaks. 
• If training in a second language, allow for more 
frequent breaks to let people unwind a little. 
Appendix 1, Page 3 Checklist of materials & supplies for program 
TECHNIQUE VALUE 
• Examine in context of culture; use of these materials 
Props (Balloons, may appear unprofessional and juvenile. 
colored paper, 
headbands and • Colors often imply different meaning in various parts 
cards). of the world. (Example:in Western countries, black is 
appropriate for funerals; in many Asian countries, 
white is the choice). 
Appendix 1, Page VALUE 
5 TECHNIQUE 
Introductions • Introducing/speaking about another may be 
considered inappropriate or rude in some cultures. 
• Choose Option 1-3; examine choices in context of 
Open Activity: the culture, then select most appropriate. 
Icebreaker 
• Examine culture;some cultures may prefer a more 
formal introduction process. Example: titles, 
general duties, responsibilities, or even anonymity. 
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Appendix 1, Page 5 1.1 ROLES - Conversation 
TECHNIQUE VALUE 
Round table • In some cultures trainee participation may not be 
discussions highly accepted. 
• Rote learning may be appropriate style in a culture . 
U.S. values participation. May need a mix of rote 
and participation. (Example: learn by rote training 
techniques; then apply them.) 
Sharing of facts, • Discussing these issues may be difficult in some 
ideas, emotions cultures or considered inappropriate because of class 
and expectations. or hierarchy. 
• Some cultures may expect the instructor to know the 
training objectives. 
• Cultures have different time orientations; may not 
answer future questions. (Example: Muslims may 
find it offensive, since thefuture is known only to 
Allah. 
• Consider keeping conversation at a group level rather 
than individual; may make people more comfortable. 
Group • Managers may not correspond or discuss with 
discussions subordinates/ group members. 
• Difficult having managers come up with what the 
whole group has in common. 
• May need to segregate managers and subordinates in 
separate training cohorts. 
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Appendix 1, Page 6 1.2 ROLES - Lecture 
TECHNIQUE VALUE 
Goals & 
accomplishments( • Ask what they wish to accomplish; some may not be 
Telling the able to because of fatalistic tendencies, viewpoint; 
trainees what 
they are going to • A void predicting the future or giving perception that 
accomplish; the trainer should tell the trainees what they should 
phrasing the accomplish. 
goals so as to not 
enter into the • Some cultures reject this form of gentle cultural 
future state of determinism. 
mind.) 
• Skills will vary for supervisors from culture to 
Supervisory culture. Adjust listing to actual practice. (Example: in 
Roles in highly unionized cultures supervisors may not have as 
Workplace wide a range of roles.) 
Appendix 1, Page 7 1.3 ROLES - Workshop 
TECHNIQUE VALUE 
Interactive 
Lecture • Not equally acceptable across cultures. 
Brainstorming •• Involving everyone may be unacceptable. Small 
groups might be a good substitute. 
Props (Balloons, • Balloons may be perceived as childlike; the noise level 
cards) for some may be distracting; may be perceived as 
insulting to intelligence etc. 
Splitting people 
up into pairs or 
groups. 
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• Cultures have class distinctions and in high context 
cultures certain people can't be put with others (higher 
and lower). 
• Even in egalitarian cultures, training programs that 
mix managers and supervisors, or supervisors and 
reports often have problems. 
Appendix 1, Page 11 2.1 LEADERSHIP - Conversation 
TECHNIQUE VALUE 
Oral/written • Written exercises may be more appropriate in cultures 
exercises where training is being taught in a second language. 
Self-disclosure, • May be perceived as too personal. (Example: in 
reflective & contrast, Japanese regularly practice a form of self-
interpretive criticism in the workplace.) 
section 
Leadership • Leadership has many different meanings in different 
definition cultures. (Example: authoritarian, militaristic, caring, 
democratic.) 
• Use leaders who are appropriate to the specific 
Pictures of country. 
leaders. 
• May be foreign to the trainees, especially in group 
Individual oriented cultures. Consider team problem solving. 
problem solving. 
• Individual critical thinking skills may not be rewarded . 
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• Some cultures tell people that they need to continually 
Leadership develop their supervisory skills. 
development 
• Some cultures will take this to heart, some may 
perceive as an insult. 
• Concept may not be familiar to some cultures, need 
Team building more time. 
terminology 
Presentation • Needs to fit the cultures expectations of the trainer. 
Style 
Appendix 1, Page 12 2.2 LEADERSHIP - Lecture 
TECHNIQUE VALUE 
Styles, • Culturally, as well as personally, dependent. 
principles. 
• Look to opposite dependencies . 
Appendix 1, Page 13 2.3 LEADERSHIP - Workshop 
TECHNIQUE VALUE 
Blanchard Stages • Keep scores confidential. 
1 and 2 may 
work in all • Cultures may not be comfortable with sharing of 
cultures, stage 3 responses. 
may not 
• Individual assessment may be unacceptable, i.e., 
Enchala. 
-; 
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Assessment tool • Testing instruments may be misconstrued in some 
cultures since scoring denotes right/wrong or 
good/bad. 
Blanchard Model • Leadership styles may offend some people since they 
may define it differently. 
• May not be familiar to all cultures . 
Definition of • Leadership will have a different meaning in different 
Leadership cultures. Interpreting the results from the Blanchard 
instrument may be inaccurate. 
• One cultures leader can be the others enemy . 
Appendix 1, 
Page 14 • Participants may fear being ridiculed when singled 
out. 
Participation 
Leadership styles • May not be able to make cross cultural 
generalizations. 
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Gender issues • In some cultures, all participants will be men; sex 
discrimination and sexual harassment are likely to be 
non-issues to them. 
• On the other hand, the corporation may have clear 
policies against harassment that are connected to its 
EEO requirements. 
Employee Names • May not be understood by some cultures. 
(e.g. Rookie 
Roger, Timid 
Tim) 
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Appendix 1, Page 16 3.1 COMMUNICATION & CONFLICT -
Conversation 
TECHNIQUE VALUE 
Reflective section • May not be appropriate everywhere. 
• May not want to disclose feelings/experiences/thoughts 
regarding conflict due to losing face, being 
embarrassed, showing weakness. 
Decisional • Asking students what people hope to learn will not be 
Section appropriate where they may expect instructor to tell 
them what they need. 
• Asking them what their weaknesses are may be 
awkward. Instead start with a focus on strengths. 
• SW AT (strengths, weaknesses, opportunities, threats) 
are totally unknown in some cultures. 
Process of • Extremely different process in other cultures. High 
Communication context cultures could not relate to this. 
• Not all cultures will understand the concept open 
communication. 
• Depends on whether culture is high or low context . 
(Example: high context cultures tend to talk less, but 
carry cultural imperatives with them; i.e., know what 
to do, how to do it.) 
Interpretive • Depending on cultures present, be prepared for lots of 
Section different answers and disagreements. 
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Appendix 1, Page 17 3.2 COMMUNICATION & CONFLICT - Lecture 
TECHNIQUE 
Dealing with 
emotions, 
behaviors 
Communication, 
conflict 
Conflict 
Management 
Coaching Model 
Active listening 
section, 
communication 
section 
VALUE 
• 
• 
• 
This may be difficult for some cultures 
In many eastern cultures, showing emotion loses face. 
Both of these concepts are culturally based on U.S. 
values. 
• Due process systems may require compliance even if 
at odds with culture. 
• Conflict avoidance is the most accepted strategy, but 
contrary to U.S. official or prefe"ed method. 
• Avoidance is generally seen as major problem in U.S. 
• Issue under emotions assume American values, i.e. 
treating someone with respect. This is not true in 
some cultures. 
• May not be appropriate in all cultures, but a time 
tested example for most. (Example: apprentice 
systems.) 
• Assumes responsibility can be delegated to others. 
• Some more formal/ stratified cultures do not get input 
from people lower or subordinate to them. They 
would most likely never generate/discuss solutions 
with employees, or use decisions by employees - by 
those involved with issues/problems. Theory supports 
trying to modify these behaviors. 
• Direct communication from subordinate to superior is 
often considered insulting to the superior. 
Appendix 1, 
Page 17 
Team exercise 
Problem solving 
Training 
Exercises 
Dramas 
Tug O'War 
Exercise 
Smoking Free 
Policy 
• 
• 
• 
• 
• 
• 
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Changing policy may be disrespectful. Disregard for 
people's freedom may be inappropriate. May seem 
that American health standards are being imposed. 
Culturally based. Some techniques used in the U.S. 
are not used in other countries and vice-versa. 
May not work in some cultures . 
May not be appropriate or be taken seriously in some 
cultures. Consider using audio/visual methods to 
demonstrate acts exhibiting this activity. 
Not valued in cultures that do not value management 
games. A solution would be tailor the games or 
situations to the particular culture of the group. 
Distinctly American. Other smoking cultures may not 
relate to this problem. 
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Appendix 1, • May not be successful in many cultures. 
Page 20 
• Conflict as we see it in the U.S. may not be a 
Role plays problem in other cultures because people view 
management differently. May need different 
examples. 
• Consider looking at alternatives to actually having 
participants enact the roles, since role-plays are seen 
as childish or improper for adults in some cultures. 
• Consider using actors to demonstrate point. 
• Shadow puppets make a good alternative in Indonesia, 
Malaysia, Cambodia. 
Work Strategies • In certain situations different strategies work in 
different cultures. 
• The very thought of strategic planning is rejected in 
Islamic cultures because of determinism, in African 
cultures because of the presumption, and in some 
Asian cultures because of secrecy of intent. 
• It may be awkward in some cultures to admit they 
Conflict role play have conflict and be emotional. 
• Conflict and communication may be used and 
interpreted in completely different ways then they are 
in the U.S. 
• In some cultures, using emotions is accepted behavior 
when dealing with conflict. 
• May need to get actors for role-playing situations 
• Determine how cultures view role-playing 
Gender Issues • Make sure to address these issues in the role plays. 
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Appendix 1, Page 21 3.3 COMMUNICATION & CONFLICT - Workshop 
TECHNIQUE VALUE 
Case studies • Based on American situations, values, behaviors, but 
can be exported. 
• Not every culture will see these case studies as 
believable examples. Some behaviors are not 
tolerated in the workplace in some cultures. 
Appendix 1, • Will vary from country to country. 
Page 23 
• Examples may be completely inappropriate . 
Workplace laws 
• Use local laws . 
• If need be, use U.S. laws (limited) to explain why the 
company follows certain policies. 
Appendix 1, Page 24 4.1 Discipline & the law - Conversation 
TECHNIQUE lvALUE 
' 
Sexual 
Harassment 
Questionnaire 
Appendix 1, 
Page 25. 
Reflective Section 
Decisional Section 
Lecture/Dialogue 
• Not always a crime. 
• May not even be an issue in some-cultures but an 
accepted way of life. 
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• Questions not appropriate in many cultures, Question 
8 illegal in some cultures. 
• The questionnaire asks questions about a concept 
which may be unfamiliar to trainees, and the right 
answer as to the supervisor's are based on American 
standards. 
• Consider developing a gender neutral section on 
dignity and respect in the workplace. 
• Consider an explanation in regard to U.S. EEOC 
commitments. 
• May not be appropriate in all cultures 
• Some cultures expect to be told what they will learn . 
• Decisional: Better to ask them about their strengths 
than hopes for improvement in some cultures because 
it will not be saving face. 
• Disciplinary action may not be acceptable . 
Appendix 1, Page 26 DISCIPLINE & TIIE LAW - Lecture 
TECHNIQUE VALUE 
Grievance • Laws may also differ. 
Procedure 
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• In some countries (high context) does not need to be 
Discipline enforced because employees know what is right and 
wrong and act accordingly. 
• Context for discipline is different in other countries . 
Some countries enforce formal discipline, others 
informal. 
• Setting the context for discipline may not apply in all 
cultures. Words in the document OK, but realize that 
inappropriate behavior may differ culture to culture 
• Applying the same policies to all employees may be 
inappropriate in some cultures. 
Discrimination • May not be valid in every culture. 
Laws 
• Transitory, so be careful to incorporate all relevant 
legal information or at least encourage group members 
to voice their ideas on important areas relevant to 
their country's legal system. 
Appendix 1, Page 27 4.3 DISCIPLINE & THE LAW - Workshop 
TECHNIQUE VALUE 
Role play • May be uncomfortable to assume some roles. 
• May be replaced by group discussions using the role 
play scenarios as case studies. 
• In some cultures may be more appropriate to use 
actors or a video of actors depicting different role 
plays. 
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Feedback • Never given in some cultures. 
• Highly detailed in Japanese self-criticism . 
Dividing groups • Stratified societies - crossing class lines is not done. 
into "3's" 
Appendix 1, 
Page 28 • May hurt working relationships. Open feedback can 
Feedback be a disaster. 
Case studies • May not be useful in all cultures; some need lecture 
and demonstrations to understand important concepts, 
written information is not always the best facilitator. 
Trainers sty le • Correcting someone in front of colleagues could make 
one lose/ace, credibility, and/or get embarrassed. 
• Assumes this is two-way communication . 
Appendix 1, Page 30 5.1 PERFORMANCE APPRAISAL - Conversation 
TECHNIQUE VALUE 
Reflective • May be too personal for some cultures. 
Section 
• Some cultures will be reluctant to share appraised 
examples 
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Using different • Performance appraisals may not used in certain 
terminology or cultures; nepotism is common in many places; certain 
different cultures may change the way feedback is given. 
examples 
Having group • This may get too personal and lead to 
participation and embarrassment, loss to credibility amount colleagues 
sharing of and loss of face. 
best/worst 
performance 
review. 
Objective • Some cultures may not want to share their personal 
particular evaluations. 
Decisional • Implies weakness to say how can we do it better. 
Think Saving Face. 
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Appendix 1, Page 31 5.2 PERFORMANCE APPRAISAL - Lecture 
TECHNIQUE 
Interview 
Performance 
appraisals 
Ask opinions. 
EEO 
VALUE 
• Standards differ in countries. Will interview be 
appropriate everywhere? 
• Conducting Interview: Must be careful to keep face 
while telling employees what they can do better in 
Asian cultures. 
• May not be how other cultures transfer, promote, etc. 
employees. 
• In high context cultures where employees know what 
is expected, performance appraisals may not be used 
and would be inappropriate. 
• 2-way communication is an American way, not 
necessarily done elsewhere. 
• 
• 
Authority figure should be all knowledgeable 
regarding issues is common. 
Not applicable across cultures. 
• But EEO follows the corporation across cultures! 
Setting Standards • Standards of what is important and what is 
communicated varies across cultures. 
• Wording is very important in explaining the aspects of 
performance appraisals. 
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Appendix 1, Page 32 5.3 PERFORMANCE APPRAISAL - Workshop 
TECHNIQUE VALUE 
Interviewing • Not allowing people to speak freely during an 
interview will be perceived as offensive and rude in 
many cultures. 
Role play • Different cultures may need different role plays 
• Appropriate and legal performance appraisal will 
differ from culture to culture. 
• Are performance appraisals even appropriate in all 
cultures? 
Performance • Concept may be foreign to some cultures. The idea of 
Appraisal instilling such a standard might go against their belief 
system. 
• Some cultures hold written performance appraisals in 
contempt. 
• Different cultures expect different types of 
performance. 
Legal issues, • These laws are American. Consider using local laws. 
Legislation 
• Governing performance appraisals are American and 
can not be exported to most locations. 
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Appendix 1, Page 36 MANAGING ASPECTS OF SUPERVISION 
Technique Value 
Reflective/ • In some cultures humility is a virtue. 
decisional 
sections • This could expose weaknesses and make people lose 
credibility and dignity in from of others. 
• Some people in different cultures may find these 
sections very personal. 
Teamwork • Not all cultures are team-oriented 
Page 36 
• Primary goals of business in other countries is very 
Management different then U.S. goals. 
Techniques 
• Need to evaluate to determine their relevance and 
appropriateness to the specific culture. 
MBO • This concept may not be universal. 
• No longer in fashion . 
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Appendix 1, 
Page 37 • May appear childish in somber cultures. 
Wallboarding 
Evaluations • Feedback may be inappropriate 
Objective Section • Too informal possible for some cultures. Maybe 
instructor should take care of this section. 
Reflective • Placing cards/asking if they had fun, could seem too 
informal and childish. 
• May not get true responses from some cultures 
because they will not want to insult you or hurt your 
feelings. 
Interpretive • For more formal cultures this could be getting too 
personal. 
Decisional • Could expose weakness causing embarrassment, loss 
of face. 
• Trying to find out what they will do differently also 
may be having them admit weaknesses. 
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Appendix 1, 
Page 36 • May need to reevaluate the approach depending on the 
culture. 
Participation 
• Asking who should be in the program may ask others 
to evaluate others may be perceived as a negative. 
Appendix 1, 
Page 38 • May not be appropriate for collecting feedback. 
Evaluation Form 
• Participants may not give accurate responses since it is 
considered rude in certain cultures to be critical of 
others. 
• Realize that evaluation forms may be filled out in 
some cultures as students perceive the instructor 
would want. 
Appendix 1, 
Page 39 • Need to look at each one so that it is culturally 
Certificates, specific. 
ceremonies, 
opening remarks. 
APPENDIX 2 
SURVEY INSTRUMENT MODEL 
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Toughness In Global 
Assignme-nts & Training 
Transporting Training Around The World 
A Survey Of Users - Country By Country 
Prof. Leslie E. Dennis 
© Copyright 1995 
Institute of Human Resources and Industrial Relations 
Loyola University Chicago 
820 N. Michigan 
Chicago, IL, 60611, USA 
USA Telephone: 1 312 915 6612 
USA Fax: 1 312 915 6231 
Simply put, the idea of cultural toughness is that some cultures 
are more difficult to adjust to than others. 
From the book Global Assignments. Successfully 
Expatriating and Reoatriating International Managers, by J. 
Stewart Black, Hal 8. Gregersen, Mark E. Mendenhall. 
Jossey-Bass, 1992. 
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About This Survey - Background/Purpose 
There are 190 nation states (more or less). Assigning people to work 
in other countries (managers, technicians and others who travel to foreign 
locations) is always difficult. There are guidelines, but they are usually 
regional in character. For example, Asia/Pacific is often treated as a single 
tough assignment. Yet, Asia/Pacific is 34 countries ranging from YfilY 
tough Myanmar to fairly ~ Malaysia, bustling Singapore and Hong Kong 
and very Western Australia. Each region of the world has these wide 
difference's; there are good and tough places to work everywhere. To 
assess the differences and prepare managers/expatriates for assignments or 
training, managers mostly use word of mouth and literature searches. 
This survey seeks to try to collect systematic data on the toughness of 
international training assignments. 
There is a need for direct information from those who have been 
~to make effective assessments. There is also a need for a method to 
assess what kind of training should be offered, and what training programs 
should be provided to subsidiary locations. Finally, the survey attempts!!o 
address what changes need to be made in training programs on a country-
by-country basis. This survey seeks to build a data base to make rational 
decisions/choices about the toughness of assignment for people, and the 
minimum necessary change needed in cross cultural training programs. 
The Survey 
There are four sections in the survey, dealing with the training 
program, the toughness of transferring training to another country, 
individual country toughness, and your international experience and 
background. All of this is within the framework of the concepts of 
communication toughness, job toughness and country /culture toughness. 
Your Part 
Your participation is critical to this process. Your knowledge and 
experience with regard to international assignments and training, however 
gained. will be very helpful. Please fill out the parts of the survey that are 
relevant to you and your experience, and fax or mail them to us as soon as 
possible. You are encouraged to make (or request) additional copies of the 
survey for others to fill out and send back. If desired, a summary report will 
be sent to you .. 
Acknowlidgment: lntehectuafly, ffl1s survey 1s based on the work of I alcott Parsons 
(The Social System, 1951) and the seminal work of Black, Gregersen and Mendenhall 
(Global Assignments, 1992, Jossey-Bass). This work is being done in partial fulfillment of 
the dissertation requirements for Loyola University Chicago's School of Education, 
Educational Leadership and Policy Studies, Comparative/International. 
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A. The Training Program 
First we would like to ask you a few questions about the kinds of 
training your company or organization is providing. If you are not familiar 
with the kinds of training your organization provides and feel unable to 
respond to the questions in this section, please go to Section 8, page 4. 
A 1 . What country or countries does most of your training material come 
from? (Can you write the names or the codes from the back of this 
survey) 
COUNTRY NAMES: 
I ORIGINATING COUNTRY CODES: 
A2. For the purpose of this questionnaire, can you identify a single 
country where you have or are trying to adapt these materials for 
training? (Can you write the name or the code from the back of this 
survey) ' 
COUNTRY NAME: 
I TARGET COUNTRY CODE: 
A3. Can you tell us which of the following levels of people your training 
is geared towards, differentiating between host country nationals 
(HCN) and expatriates (EXPAT). Please check No/Yes .. 
No Yes 
a. HCN Executives . . . . . . . . . . . . . . . . . . . . . . . 0 1 
b. EXPA T Executives . . . . . . . . . . . . . . . . . . . . . 0 1 
c. HCN Managers . . . . . . . . . . . . . . . . . . . . . . . . 0 1 
d. EXPAT Managers ...................... 0 1 
e. HCN Supervisors . . . . . . . . . . . . . . . . . . . . . . 0 1 
f. EXPAT Supervisors ..................... 0 1 
g. HCN Technicians . . . . . . . . . . . . . . . . . . . . . . 0 1 
h. EXPAT Technicians ..................... 0 1 
I. HCN other staff . . . . . . . . . . . . . . . . . . . . . . . 0 1 
j. EXPAT other staff ..................... 0 1 
k. HCN families . . . . . . . . . . . . . . . . . . . . . . . . . 0 1 
I. EXPAT families ....................... 0 1 
m. Other (please specify below} . . . . . . . . . . . . . . 0 1 
Can you tell us which of the following areas this training 
covers. Please check No/Yes. 
a. Orientation ........................ . 
b. Human resource/industrial relations issues .... . 
c. Equipment installation/operations .......... . 
d. Technical skills ....................... . 
e. Management skills .................... -. 
f. Supervisory skills ..................... . 
g. Managements systems: TOM, Re-engineering,etc. 
h. Cultural skills ........................ . 
I. Interpersonal skills . . . . . . . . . . . . . . . . . . .. . 
j. Language skills ....................... . 
k. Other (please specify below) ............. . 
Ng_ 
0 
0 
0 
0 
0 
0 
0 
0 
0 
0 
0 
A5. Do you want to tell us anything else about this particular training 
program? 
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Yes 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
B. Toughness of Transferring This Training To Another Country 
Next, we would like you to consider how "easy" or "tough" you 
think it is going to be (or was) to adapt the training program and curriculum 
materials you just described to the target country you identified above in 
question A2. We would like you to do this by rating toughness in a variety 
of areas. For each area we would like you rate toughness on a scale of 1 
to 7, with 1 being very easy and 7 being very tough. If you are not 
familiar with the application of training programs from one country to 
another and feel unable to respond to the questions in this section, please 
go to Section C, page 7. 
ADJUSTMENT ISSUES. How difficult was it (or do you think it will 
be) to adjust the training in terms of the following. (Please circle your 
response). 
EASY <--------->TOUGH 
Adjusting to: 
81 . Rules and social norms • • • • • I • • I I I I I I 1 2 3 4 5 6 7 
82. Level of staff to be trained ............ 1 2 3 4 5 6 7 
83. Language differences ............... 1 2 3 4 5 6 7 
84. Level of interaction with trainees I I I I I I I 1 2 3 4 5 6 7 
85. Performance levels I I I I I I I I I I I 't I I I I I 1 2 3 4 5 6 7 
86. Facilities/equipment I I I I I I I I I I I I I I I I 1 2 3 4 5 6 7 
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TRAINING TECHNIQUES. How difficult was it (or do you think it will be) to 
adjust the training in terms of the training techniques used. (Please circle 
your response). 
EASY <---------------->TOUGH 
87. Role plays, dramatization . . . . . . . . . . . . 1 2 3 4 5 6 7 
88. Case studies ..................... 1 2 3 4 5 6 7 
89. Teams ...... : ................. 1 2 3 4 5 6 7 
810 Work groups .................... 1 2 3 4 5 6 7 
811. Interactive training ................ 1 2 3 4 5 6 7 
812. Small group discussions ............. 1 2 3 4 5 6 7 
813. Self-study ...................... 1 2 3 4 5 6 7 
814. Training games ................... 1 2 3 3 5 6 7 
815. Lectures ....................... 1 2 3 4 5 6 7 
TASKS & ASSIGNMENTS. For each of the following areas, please 
circle the number (choose only 1 in each case) that best describes the 
toughness of your (present or past) country training situation. 
816. RULES AND SOCIAL NORMS (circle only one) 
Are virtually the same . . . . . . . . . . . . . . . . . . . . . . . 1 
Have only minor variations . . . . . . . . . . . . . . . . . . . . 2 
Have some sensitive areas . . . . . . . . . . . . . . . . . . . . 3 
Require some modification to the training . . . . . . . . . . 4 
Require a fair amount of modification to training . . . . . 5 
Require a lot of modification to the training . . . . . . . . . 6 
Require modification, are difficult to comply with . . . . . 7 
817. STAFF TRAINING LEVELS (circle only one) 
Are virtually the same . . . . . . . . . . . . . . . . . . . . . . . 1 
Have only minor variations . . . . . . . . . . . . . . . . . . . . 2 
Have some areas where the staff has no training . . . . . 3 
Require some modification to the training . . . . . . . . . . 4 
Require a fair amount of modification to training . . . . . 5 
Require a lot of modification to the training . . . . . . . . . 6 
Require an almost completely different curriculum . . . . 7 
818. LEVEL OF TRAINING INTERACTIVENESS IS (circle only one) 
High interactive: roleplay, teams, smallgroup, discussion 1 
Low interactive: teams, small group, class discussions . 2 
Moderate conservative: small group/class discussions . . 3 
Lecture, discussion, questions . . . . . . . . . . . . . . . . . . 4 
Lecture, questions . . . . . . . . . . . . . . . . . . . . . . . . . . 5 
Lecture, individual study ...................... 6 
Lecture from book .......................... 7 
~19. TRAINEE COMMITMENT & INVOLVEMENT (circle only one) 
Have a high commitment to the training . . . . . . . . . . . 1 
Are very interested but uncertain of purpose . . . . . . . . 2 
Are not sure they can deal with the training . . . . . . . . 3 
Do not see the training as relevant to them . . . . . . . . . 4 
Are bored and feel there is little to gain . . . . . . . . . . . 5 
Resent being required to take the training . . . . . . . . . . 6 
Reject the training as foreign and irrelevant . . . . . . . . . 7 
320. FORMALITY /INFORMALITY (circle only one) 
Will the main type of training interaction be formal . . . . 1 
Will the training rely on didactic approaches . . . . . . . . 2 
Will the training primarily involve assigned activities . . . 3 
Will the training use personal and non personal modes . 4 
Will the training involve shared experiences . . . . . . . . . 5 
Will the training communication be mostly face-to-face . 6 
Will the main type of training interaction be informal . . 7 
821. SHARED VALUES OF TRAINING (circle only one) 
Have already bought into the values . . . . . . . . . . . . . . 1 
Have some concerns about the values involved . . . . . . 2 
Are seeking ways to reconcile value differences . . . . . 3 
See a few values that they do not accept . . . . . . . . . . 4 
Find a significant number of value differences . . . . . . . 5 
Reject the values implicit in the training . . . . . . . . . . . 6 
Training is unacceptable due to value differences . . . . . 7 
822. TRAINER MODE OF COMMUNICATION (circle only one) 
Common language (more or less) . . . . . . . . . . . . . . . . 1 
Significant amount of local language capability . . . . . . 2 
Small amount of local language capability . . . . . . . . . . 3 
Professional simultaneous interpretation . . . . . . . . . . . 4 
Professional sequential interpretation . . . . . . . . . . . . . 5 
Local untrained interpretor . . . . . . . . . . . . . . . . . . . . 6 
Instruct local person, then observe . . . . . . . . . . . . . . . 7 
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C. Country Toughness 
This survey launches a cross-cultural toughness~of-assignment 
instrument to help organizations determine the level of training that is 
needed to overcome assignment obstacles, the level of adjustment 
difficulties involved, and the distress generated by various cultures. The 
data will establish an assessment of countries in terms of their toughness 
as a place to live and work. The data is being gathered in a global 
context. What is tough to me may not be tough to you, and vice versa. 
English is being used for convenience and its common use in business. 
For convenience, 190 countries are organized into six groups. You 
undoubtedly have varying levels of knowledge and opinions of countries 
you have visited, worked in, studied, read about, or where you have 
managed people sent to other locations. We need your best overall rating 
of toughness for those countries which you feel comfortable commenting 
on. You can skip any country or region. 
For each country with which you are familiar, please rate how 
"tough" you think a training assignment would be in that country. Use 1 
for a "very easy" assignment, 7 for a "very tough" assignment or any o'f 
the numbers in between for assignments that fall in between. When you 
are done, please go to page 11. 
C1. How would you rate the toughness of the following countries ... 
Near & Middle East Very Very 
6 States Easy<------> Tough 
Afghanistan ....... 1 2 3 4 5 6 7 
Bahrain . . . . . . . . . . 1 2 3 4 5 6 7 
Cyprus . . . . . . . . . . 1 2 3 4 5 6 7 
Iran .. · .......... 1 2 3 4 5 6 7 
Iraq . . . . . . . . . . . . 1 2 3 4 5 6 7 
Israel . . . . . . . . . . . 1 2 3 4 5 6 7 
Jordan . . . . . . . . . . 1 2 3 4 5 6 7 
Kuwait . . . . . . . . . . 1 2 3 4 5 6 7 
Lebanon . . . . . . . . . 1 2 3 4 5 6 7 
Oman . . . . . . . . . . . 1 2 3 4 5 6 7 
Oat a r . . . . . . . . . . . 1 2 3 4 5 6 7 
Saudi Arabia . . . . . . 1 2 3 4 5 6 7 
Syria . . . . . . . . . . . . 1 2 3 4 5 6 7 
Turkey . . . . . . . . . . 1 2 3 4 5 6 7 
United Arab Emirates 1 2 3 4 5 6 7 
Yemen .......... 1 2 3 4 5 6 7 
Western & Central Europe 
41 States 
Albania .................... . 
Andorra ................... . 
Austria ........................... . 
Belgium ........................... . 
Bosnia-Herzegovinia .................. . 
Bulgaria .......................... . 
Channel Islands . . . . . . . . . . . . . . . . ..... . 
Croatia ........................... . 
Czech Republic . . . . . . . . . . . . . . . . . . . . . . 
Denmark .......................... . 
Finland ........................... . 
France .................... . 
Germany ................... . 
Greece .................... . 
Greenland ......................... . 
Hungary .......................... . 
Iceland ........................... . 
Ireland {Republic of) . . . . . . . . . . . . . ..... . 
Ireland (Northern) .................... . 
Italy ............................. . 
Latvia ............................ . 
Liechtenstein . . . . . . . . . . . . . . . . . . . . . . . . 
Lithuania .......................... . 
Luxembourg . . . . . . . . . . . . . . . . . ...... . 
Macedonia ......................... . 
Malta ............................ . 
Monaco .......................... . 
Netherlands . . . . . . . . . . . . . . . . . . . . . . . . . 
Norway ........................... . 
Poland ........................... . 
Portugal ...................•....... 
Romania .......................... . 
San Marino ........................ . 
Serbia ............................ . 
Slovakia .......................... . 
Slovenia .......................... . 
Spain ............................ . 
Sweden .......................... . 
Switzerland . . . . . . . . . . . . . . . . . . ...... . 
United Kingdom ..................... . 
Vatican City State . . . . . . . . . . . . . ...... . 
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Very Very 
Easy<----->Tough 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
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sia/Pacific Very Vary 
~ Stllil Ea1y <------>Tough 
Jstralia ......... 1 2 3 4 5 6 7 
mgladesh ....... 1 2 3 4 5 6 7 
iutan .......... 1 2 3 4 5 6 7 
·unei Darussalam .. 1 2 3 4 5 6 7 
ambodia - 1 2 3 4 5 6 7 ........ 
hina ........... 1 2 3 4 5 6 7 
ji ............. 1 2 3 4 5 6 7 
ong Kong 
" " " • I • " 
1 2 3 4 5 6 7 
dia ............ 1 2 3 4 5 6 7 
donesia ........ 1 2 3 4 5 6 7 
:ipan ........... 1 2 3 4 5 6 7 
iribati e s • " S " s " I S 1 2 3 4 5 6 7 
lacao • • • I • e I • I e 1 2 3 4 5 6 7 
area, North ...... 1 2 3 4 5 6 7 
area, South ...... 1 2 3 4 5 6 7 
lalaysia ......... 1 2 3 4 5 6 7 
laldives ......... 1 2 3 4 5 6 7 
longolia e • e e I • " s 1 2 3 4 5 6 7 
lyanmar ......... 1 2 3 4 5 6 7 
,epal 
• S e e S I S • I • e 1 2 3 4 5 6 7 
,ew Zealand ...... 1 2 3 4 5 6 7 
laru ........... 1 2 3 4 5 6 7 
akistan ......... 1 2 3 4 5 6 7 
apua New Guinea .. 1 2 3 4 5 6 7 
hilippines ........ 1 2 3 4 5 6 7 
amoa, Western .... 1 2 3 4 5 6 7 
ingapore ........ 1 2 3 4 5 6 7 
olomon Islands .... 1 2 3 4 5 6 7 
ri Lanka ......... 1 2 3 4 5 6 7 
aiwan .......... 1 2 3 4 5 6 7 
hailand ......... 1 2 3 4 5 6 7 
onga ........... 1 2 3 4 5 6 7 
anuatu ......... 1 2 3 4 5 6 7 
'ietnam ......... 1 2 3 4 5 6 7 
America's & Caribbean Very Very 
35 States Easy<------> Tough 
Antigua & Barbuda . 1 2 3 4 5 6 7 
Aruba . . . . . . . . . . . 1 2 3 4 5 6 7 
Argentina . . . . . . . . 1 2 3 4 5 6 7 
Bahamas . . . . . . . . . 1 2 3 4 5 6 7 
Barbados . . . . . . . . . 1 2 3 4 5 6 7 
Bermuda . . . . . . . . 1 2 3 4 5 6 7 
Belize . . . . . . . . . . . 1 2 3 4 5 6 7 
Bolivia . . . . . . . . . . . 1 2 3 4 5 6 7 
Brazil . . . . . . . . . . . 1 2 3 4 5 6 7 
Cayman Islands . . . . 1 2 3 4 5 6 7 
Canada . . . . . . . . . . 1 2 3 4 5 6 7 
Chile ............ 1 2 3 4 5 6 7 
Columbia . . . . . . . . . 1 2 3 4 5 6 7 
Dominica . . . . . . . . . 1 2 3 4 5 6 7 
Dominican Republic . 1 2 3 4 5 6 7 
Ecuador . . . . . . . . . 1 2 3 4 5 6 7 
El Salvador . . . . . . . 1 2 3 4 5 6 7 
French Guiana . . . . . 1 2 3 4 5 6 7 
Grenada . . . . . . . . . 1 2 3 4 5 6 7 
Guyana . . . . . . . . . . 1 2 3 4 5 6 7 
Haiti . . . . . . . . . . . . 1 2 3 4 5 6 7 
Honduras . . . . . . . . 1 2 3 4 5 6 7 
Jamaica ......... · 1 2 3 4 5 6 7 
Martinique . . . . . . . . 1 2 3 4 5 6 7 
Mexico . . . . . . . . . . 1 2 3 4 5 6 7 
Netherlands Antilles . 1 2 3 4 5 6 7 
Nicaragua . . . . . . . . 1 2 3 4 5 6 7 
Panama . . . . . . . . . . 1 2 3 4 5 6 7 
Paraguay . . . . . . . . . 1 2 3 4 5 6 7 
Peru . . . . . . . . . . . . 1 2 3 4 5 6 7 
St.Kitts & Nevis .... 1 2 3 4 5 6 7 
St.Lucia ......... 1 2 3 4 5 6 7 
Surinam . . . . . . . . . 1 2 3 4 5 6 7 
Trinidad & Tobago . . 1 2 3 4 5 6 7 
United States ...... 1 2 3 4 5 6 7 
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Russia and 
Far Northeast Europe Very Very 
12 Stilt!t~ Easy<----> Tough 
Armenia ......... 1 2 3 4 5 6 7 
Azerbaijan ....... 1 2 3 4 5 6 7 
Belarus .......... 1 2 3 4 5 6 7 
Estonia .......... 1 2 3 4 5 6 7 
Georgia .......... 1 2 3 4 5 6 7 
Kazakhstan ....... 1 2 3 4 5 6 7 
Moldova ......... 1 2 3 4 5 6 7 
Russia ........... 1 2 3 4 5 6 7 
Tajikistan ........ 1 2 3 4 5 6 7 
Turkmenistan . . . . . . 1 2 3 4 5 6 7 
Ukraine e e • e • • I I I I 1 2 3 4 5 6 7 
Uzbekistan ....... 1 2 3 4 5 6 7 
Africa Very Very 
52 States Easy<------> Tough 
Algeria . . . . . . . . . . 1 2 3 4 5 6 7 
Angola . . . . . . . . . . 1 2 3 4 5 6 7 
Benin . . . . . . . . . . . 1 2 3 4 5 6 7 
Botswana . . . . . . . . 1 2 3 4 5 6 7 
Burkina Faso . . . . . . 1 2 3 4 5 6 7 
Burundi . . . . . . . . . . 1 2 3 4 5 6 7 
Cameroon . . . . . . . . 1 2 3 4 5 6 7 
Cape Verde . . . . . . . 1 2 3 4 5 6 7 
Central African Repub 1 2 3 4 5 6 7 
Chad . . . . . . . . . . . 1 2 3 4 5 6 7 
Comoros . . . . . . . . . 1 2 3 4 5 6 7 
Congo . . . . . . . . . . . 1 2 3 4 5 6 7 
Djibouti . . . . . . . . . . 1 2 3 4 5 6 7 
Egypt . . . . . . . . . . . 1 2 3 4 5 6 7 
Equatorial Guinea . . . 1 2 3 4 5 6 7 
Ethiopia . . . . . . . . . . 1 2 3 4 5 6 7 
Gabon . . . . . . . . . . . 1 2 3 4 5 6 7 
Gambia . . . . . . . . . . 1 2 3 4 5 6 7 
Ghana . . . . . . . . . . . 1 2 3 4 5 6 7 
Guinea . . . . . . . . . . 1 2 3 4 5 6 7 
Guinea-Bissau . . . . . 1 2 3 4 5 6 7 
Ivory Coast . . . . . . . 1 2 3 4 5 6 7 
Kenya . . . . . . . . . . . 1 2 3 4 5 6 7 
Lesotho . . . . . . . . . . 1 2 3 4 5 6 7 
Liberia . . . . . . . . . . . 1 2 3 4 5 6 7 
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Africa Very Very 
{continued) Easy<-----> Tough 
Libya ........... 1 2 3 4 5 6 7 
Madagascar . . . . . . . 1 2 3 4 5 6 7 
Malawi . . . . . . . . . . 1 2 3 4 5 6 7 
Mali . . . . . . . . . . . . 1 2 3 4 5 6 7 
Mauritania . . . . . . . . 1 2 3 4 5 6 7 
Mauritius . . . . . . . . . 1 2 3 4 5 6 7 
Morocco . . . . . . . . . 1 2 3 4 5 6 7 
Mozambique . . . . . . 1 2 3 4 5 6 7 
Namibia . . . . . . . . . 1 2 3 4 5 6 7 
Niger . . . . . . . . . . . 1 2 3 4 5 6 7 
Nigeria . . . . . . . . . . 1 2 3 4 5 6 7 
Rwanda . . . . . . . . . 1 2 3 4 5 6 7 
Sao Tome & Principe 1 2 3 4 5 6 7 
Senegal . . . . . . . . . . 1 2 3 4 5 6 7 
Seychelles . . . . . . . . 1 2 3 4 5 6 7 
Sierra Leone . . . . . . 1 2 3 4 5 6 7 
Somalia . . . . . . . . . 1 2 3 4 5 6 7 
South Africa . . . . . . 1 2 3 4 5 6 7 
Sudan . . . . . . . . . . . 1 2 3 4 5 6 7 
Swaziland . . . . . . . . 1 2 3 4 5 6 7 
Tanzania . . . . . . . . . 1 2 3 4 5 6 7 
Togo ............ 1 2 3 4 5 6 7 
Tunisia . . . . . . . . . . 1 2 3 4 5 6 7 
Uganda . . . . . . . . . . 1 2 3 4 5 6 7 
Zaire . . . . . , . . . . . . 1 2 3 4 5 6 7 
Zambia . . . . . . . . . 1 2 3 4 5 6 7 
Zimbabwe . . . . . . . . 1 2 3 4 5 6 7 
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c2. Can you list any countries that we missed? 
C3. Are there any countries that need to be renamed, changed or 
dropped? (Please record either the country's name from above or 
the code from the back of this survey.) 
COD OLD NAME NEW NAME COMMENTS 
E 
D. Your International Experience and Background 
01. In the space below, can you please name the country that best 
expresses your national identity? (Can you use the code listed on 
the back of this page?) 
COUNTRY 
NAME: 
I TARGET COUNTRY CODE: 
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02. In the space provided, please circle your gender FEMALE MALE 
03. In the box provided, please write in your age. 
I YOUR AGE: 
04. In the space provided, please write in your years of international 
experience. 
YOUR YEARS OF INTERNATIONAL EXPERIENCE: 
05. Have you had the following kinds of international experience? 
(Please circle) 
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.................................... No Yes 
Work outside home country . . . . . . . . . . . . . . . . . . . 0 1 
Live outside home country, not working . . . . . . . . . . . 0 1 
Work for organization with out-of-country travel . . . . . 0 1 
Work for organization with limited out-of-country travel 0 1 
Work for international organization in support mode 0 1 
Other: Specify: 0 1 
06. How Would You Identify Yourself? (Circle the one that fits best.) 
Manager .............................. 1 
Technician . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 2 
Engineer .............................. 3 
Executive . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 4 
Human resources ........................ 5 
Labor relations . . . . . . . . . . . . . . . . . . . . . . . . . . 6 
Support staff . . . . . . . . . . . . . . . . . . . . . . . . . . 7 
Trainer ................................ 8 
Teacher ............................... 9 
Homemaker . . . . . . . . . . . . . . . . . . . . . . . . . . 10 
Student ............................... 11 
Scholar ............................... 12 
Military . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 13 
Government . . . . . . . . . . . . . . . . . . . . . . . . . . . . 14 
Religious . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 1 5 
Non-Government Organization (NGO) ........... 16 
Development . . . . . . . . . . . . . . . . . . . . . . . . . . . 17 
Other (Specify: )99 
07. Which, if any, of the following training areas have you taken. 
(Please circle) ............................. No Yes 
a. Orientation training . . . . . . . . . . . . . . . . . . . . . 0 1 
b. Human resource/industrial relations . . . . . . . . . 0 1 
c. Equipment installation/operations . . . . . . . . . . . 0 1 
d. Technical skills training .................. 0 1 
e. Management skills training . . . . . . . . . . . . . . . . 0 1 
f. Supervisory skills training ................ 0 1 
g. Managements systems: TOM, Re-engineering,etc. 0 1 
h. Cultural skills training ................... 0 1 
I. Interpersonal skills training . . . . . . . . . . . . . . . . 0 1 
j. Language skills training . . . . . . . . . . . . . . . . . . 0 1 
k. Other (specify ) 0 1 
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THANK YOU! 
Please send the survey back to us in the enclosed envelope or send it to: 
Prof. Leslie E. Dennis 
Loyola University Chicago 
820 N. Michigan Ave. 
Chicago IL 60611 USA 
Telephone: 1-312-915-6612 
Fax: 1-312-915-6231. 
E-mail ldennis@wpo.it.luc.edu 
If you are interested in receiving a summary of the results of this study, 
please fill out the information below and send it as shown above. 
ANY SUGGESTIONS? 
A 
AFG Afghanistan 
ALB Albania 
ALG Algeria 
AND Andorra 
ANG Angola 
ANT Antigua & 
Barbuda 
ARG Argentina 
ARM Armenia 
ARU Aruba 
AUS Australia 
AST Austria 
AZE Azerbaijan 
B 
BAH Bahamas 
BAR Bahrain 
BAN Bangladesh 
BAB Barbados 
BEL Belarus 
BLG Belgium 
BLZ Belize 
BEN Benin 
BER Bermuda 
BHU Bhutan 
BOL Bolivia 
BOS Bosnia-Herzegovin. 
BOT Botswana 
BRA Brazil 
BRU Brunei Darussalam 
BUL Bulgaria 
BUR Burkina Faso 
BUN Burundi 
c 
CAM Cambodia 
CAE Cameroon 
CAN Canada 
CAP Cape Verde 
CAY Cayman Islands 
CAR Central African Rp. 
CHA Chad 
CHN Channel Islands 
CHI. Chile 
COUNTRY CODES 
PRC China 
COL Columbia 
COM Comoros 
CON Congo 
CRO Croatia 
CYP Cyprus 
CZE Czech Republic 
D 
DEN Denmark 
DJI Djibouti 
DOM Dominica 
DRE Dominican Republic 
E 
ECU Ecuador 
EGY Egypt 
ELS El Salvador 
EOG Equatorial Guinea 
EST Estonia 
ETH Ethiopia 
F 
FIJ Rji 
FIN Finland 
FRA France 
FGU French Guiana 
G 
GAB Gabon 
GAM Gambia 
GEO Georgia 
GER Germany 
GHA Ghana 
GRE Greece 
GRN Greenland 
GRA Grenada 
GUI Guinea 
GUB Guinea-Bissau 
GUY Guyana 
H 
HAI Haiti 
HON Honduras 
HOK Hong Kong 
HUN Hungary 
ICE Iceland 
IND India 
100 Indonesia 
IRA Iran 
IRQ Iraq 
IRE Ireland. Northern 
EIR Ireland, Republic of 
ISR Israel 
ITA Italy 
IVO Ivory Coast 
J 
JAM Jamaica 
JAP Japan 
JOR Jordan 
K 
KAZ Kazakhstan 
KEN Kenya 
KIR Kiribati 
KOS Korea, South 
KON Korea, North 
KUW Kuwait 
L 
LAT Latvia 
LEB Lebanon 
LES Lesotho 
LIB Liberia 
LBY Libya 
LIE Liechtenstein 
LIT Lithuania 
LUX Luxembourg 
M 
MAC Macao 
MCE Macedonia 
MAD Madagascar 
MAL Malawi 
ML Y Malaysia 
MLD Maldives 
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MAI Mali 
MAT Malta 
MAR Martinique 
MAU Mauritania 
MAR Mauritius 
MEX Mexico 
MOL Moldova 
MON Monaco 
MNG Mongolia 
MOR Morocco 
MOZ Mozambique 
MYA Myanmar 
N 
NAM Namibia 
NAR Naru 
NEP Nepal 
NET Netherlands 
NAN Netherlands Antilles 
NEZ New Zealand 
NIC Nicaragua 
NIG Niger 
NGE Nigeria 
NOR Norway 
0 
OMA Oman 
p 
PAK Pakistan 
PAN Panama 
PAP Papua New Guinea 
PAR Paraguay 
PER Peru 
PHI Philippines 
POL Poland 
POR Portugal 
Q 
OAT Qatar 
R 
ROM Romania 
AUS Russia 
AWA Rwanda 
s 
SAM Samoa, Western 
SAN San Marino 
SAO SaoTome/Principe 
SAT Saudi Arabia 
SEN Senegal 
SEA Serbia 
SAY Seychelles 
SEE Sierra Leone 
SIN Singapore 
SO Slovakia 
SLV Slovenia 
SOL Solomon Islands 
SO Somalia 
SOU South Africa 
SPA Spain 
SRI Sri Lanka 
STK St.Kitts & Nevis 
STL St.Lucia 
SUD Sudan 
SUR Surinam 
SWA Swaziland 
SWE Sweden 
SWI Switzerland 
SYR Syria 
T 
TAI Taiwan 
TAJ Tajikistan 
TAN Tanzania 
THA Thailand 
TOG Togo 
TON Tonga 
TRI Trinidad & Tobago 
TUN Tunisia 
TUR Turkey 
TUK Turkmenistan 
u 
UGA Uganda 
UKR Ukraine 
UAR United Arab Emirat. 
UNK United Kingdom 
USA United States 
UZB Uzbekistan 
v 
VAB Vanuatu 
VAT Vatican City State 
VIE Vietnam 
y 
YEM Yemen 
z 
ZAI Zaire 
ZAM Zambia 
ZIM Zimbabwe 
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APPENDIX 3 
CASE STUDIES 
CASE 1: Take this job and ••• 
CASE 2: Toward A Development Strategy for Madeningascar 
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CASE 1: Take this job and ••• 
Gerald 
Gerald Carson worked in a wide variety of managerial positions for 
BIGBANK over a period of 8 years, during which time he and his family (wife 
Susan, ten year old son Johnny, thirteen year old daughter Kit, and faithful dog 
Tipper) moved to four different cities within the U.S. as part of Gerald's corporate 
development. His immediate past assignment was as Vice President, Corporate 
Affairs in the BIGBANK Chicago Branch. BIGBANK' s home office is in 
Pittsburgh. Susan, having taken courses in four different colleges due to Gerald's 
moves, had finally become qualified to work as a school social worker in the local 
high school system. 
Going Global 
Two years ago, BIGBANK expanded its operations to the international arena, 
with a particular emphasis on establishing a BIGBANK presence throughout 
Southeast Asia. Malaysia, a strategically located nation of slightly over 17 million 
people (14 million living in Peninsular Malaysia and the rest in Sabah and Sarawak 
on the island of Borneo) was targeted as the first Asian site for BIGBANK. 
BIGBANK is also examining possible sites in Europe and North Africa, but is first 
trying to get its Malaysian branch established. Malaysia has attracted foreign 
investments because of its solid position in commodities - tin, palm oil, rubber, 
tropical hardwoods and, most recently, offshore petroleum. Thus far, BIGBANK 
has successfully managed to establish itself as a merchant bank in Kuala Lumpur 
(KL), the capitol city of Malaysia, by providing support financing for commercial 
and industrial ventures. Malaysia prefers that new foreign banks enter the economy 
on that level. The government generally restricts the nature of a new bank's 
investments, making sure that all major investments are part of a multi-bank 
coalition with other established Malaysian banks. There is a particular emphasis on 
co-investment with Bumiputera Banks. 
"Bumiputera," often shortened to "Bumi" or Bumi's," means literally "Sons 
of the soil" and generally refers to the native Malay people as opposed to Chinese 
Malaysians or Tamil Indian Malaysians. Bumi can also include those Chinese or 
Tamil Indian Malaysians who can establish a three or more generation heritage in 
Malaysia. Additionally, one can become a Bumi by converting to Islam. In any 
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event, the Bumi's constitute 54-56% of Malaysia's population. Historically 
controlling only a small percentage of the economy, Bumi's have been deemed by 
the government to need special assistance and encouragement in the economy, 
including the banking community. Thus, initial start-up banks such as BIGBANK 
are expected to hire a disproportionate share of Bumi's (i.e., greater than the 54-
56% present in the population) and to assist in financing Bumi owned/controlled 
projects. This constitutes a kind of affirmative action policy on behalf of the 
majority group. The government of Malaysia also generally keeps start-up foreign 
banks out of a full service banking position for some years. Expansion of 
BIGBANK's ability to lend and eventually take a major position in financing for 
large scale commercial and industrial projects depends on development of a goodwill 
relationship with the government of Malaysia, the Malaysian banking community, 
the Bumiputeras and a general "good neighbor" image in the country. 
Recently, BIGBANK assigned Gerald to be the General Manager of its two-
year old Kuala Lumpur BIGBANK (BIGBANK-KL). Gerald has had some limited 
experience in Southeast Asia. He had been sent to KL on several extensive trips 
during the period that BIGBANK was establishing itself in the local economy. 
Gerald was known to work well with the local people. For Gerald, this was a major 
promotion in terms of status, responsibility, compensation and benefits. It also 
represented a major challenge and change in duties with regard to locale, type of 
banking and cultural diversity. 
BIGBANK's Problem 
The previous and first General Manager of the BIGBANK branch in KL, a 
bachelor, had just been removed from the assignment after he was charged, by a 
person unknown to him, with violation of the "close proximity" law regarding 
Muslim women. The close proximity Muslim law in Malaysia states that if a citizen 
of good repute reports that any man is seen in close proximity to an unmarried 
Muslim women, such as holding hands in a park or walking together on the beach in 
the evening, the man must immediately marry the women or serve a jail term. 
While not usually enforced in KL, the law is often enforced in some of the more 
traditional States of Malaysia such as Terengganu and Kelantan. The close 
proximity law is a religious law and has been known to be used as a device to 
"control" foreign competitors. That is, a competitor might seek out an opportunity 
to observe the improper behavior and report it to the police. The result, in this 
case, was that BIGBANK's General Manager was hurried out of the country. Trial 
and charges were subsequently dropped. There was, however, considerable adverse 
publicity in the Malaysian newspapers. The Acting Assistant General Manager, Abd 
Mahmoud bin Malek, a local Bumiputera, has been attempting to fill the vacancy, 
even though he has only limited previous experience with BIGBANK. He has not 
done well, but there is no other local replacement of sufficient experience and ability 
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done well, but there is no other local replacement of sufficient experience and ability 
available to fill the job. Yet, some of BIGBANK-KL's more fundamentalist Bumi 
employees continue to express outrage over the past General Manager's activities 
and are 
demanding a local General manager. In the eyes of BIGBANK-Pittsburgh, they 
have not yet become well enough established in the Malaysian economy to feel 
comfortable using a host country national and therefore have determined that this 
was just not possible. Thus, things have rapidly moved from very bad to impossible 
at BIGBANK KL. Since this is BIGBANK's only location in Southeast Asia, it is 
critical to bring in another General Manager immediately. 
Gerald's Big Chance 
Gerald, therefore, was given a fast-track preparation course. He spent one 
day with several other BIGBANK officers who had previously visited KL, two days 
with people at the Malaysian Industrial Development Authority's Chicago office, and 
a day with BIGBANK's Human Resources Department in Pittsburgh dealing with 
temporary living arrangements, flight schedules, allowances, compensation, benefits, 
deferred income, Malaysian taxes, and so on. He was also given a copy of the book 
The Malay Dilemma. by Dr. Mohatir, Prime Minister of Malaysia, by way of 
preparation. He then had an additional week to pass on his job responsibilities to 
his successor in the Chicago BIGBANK branch. There was no cultural, historic, 
language, problem solving, skills building or other preparation or training provided 
for Gerald, Susan, Johnny, Kit or even Tipper. 
The Family 
Fortunately for the children, this all happened in the summer, so there were 
no unusual school problems in the U.S. They learned otherwise, however, when 
they arrived in KL, finding themselves in the middle of the school year, which 
normally starts in June. When the family arrived in KL (a 32 elapsed hours trip via 
Tokyo and Hong Kong) they were booked into a luxury hotel until such time as they 
could find permanent accommodations. Finding accommodations took six weeks, 
during which period Susan had to find a house, clear the sale, secure permits for 
electricity, water, telephone and television (all separate government monopolies). 
We say Susan because, in reality, she was the one doing everything, since Gerald 
was busy saving BIGBANK-KL. 
Susan also found out that she now had a live-in maid/cook, because Gerald's 
position required such services. Due to Gerald's new status in the KL expatriate 
community, Susan was also expected to be a member of the American Club, several 
country clubs, and the couple were frequently invited to U.S. Embassy receptions. 
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Life changed very radically for Susan and the children. She discovered she 
could not practice her newly achieved profession of school social worker, since 
Malaysia (like the U.S.) only issues a work permit for one of the married aliens. 
The family also discovered they could not get good old faithful Tipper 
out of custom's quarantine. Malaysia has strict rules against importing dogs as they 
are considered unclean in the Muslim faith. Tipper was, eventually, "put away", 
much to the consternation and trauma of the entire family. And, instead of relishing 
in the freedom of a summer vacation, the children found themselves in a new private 
school dealing with a new curriculum and a new language. The students in the 
school were mostly Embassy offspring and came from virtually every Embassy in 
KL; an interesting, varied assortment. The school had a decidedly British 
orientation. The children were not happy with their course of studies or manner of 
instruction. They began to object to the mandatory course in Bahasa Malaysia, 
since, as they found out: "Everyone speaks English anyway, and besides, we're 
Americans, not Malay." 
Problems At BIGBANK 
Gerald, in the meantime, was up to his ears in problems, but operating on an 
exhilarating level of frustration and problem solving. He quickly noted that the 
acting general manager had loaded BIGBANK with several of his Bumi relatives, 
despite the fact that BIGBANK had an absolute policy against nepotism. Gerald was 
also disturbed by the fact that most of the locals were going to his assistant, 
Mahmoud, with their problems instead of directly to him. Gerald was concerned, as 
well, with the obvious difficulties the various ethnic/racial/religious groups seemed 
to have with each other. The Bumiputera's were claiming they should have a 
greater percentage of the jobs. The Chinese Malays seemed to go about their 
business well, but were unwilling to provide assistance to the Bumi. The few Tamil 
(Indian) Malays seemed to have a resigned attitude about promotion potential and 
defined their jobs in very limited ways. Gerald also noticed that supervisors were 
unwilling to accept responsibility, and his regular efforts at delegating were to no 
avail. 
However, on the positive side, new accounts, which had virtually dried up 
before he had arrived, were making a steady, but slow recovery. Gerald had 
personally participated in packaging several small project loans with Malaysian 
Banking Berhad. In short, the job was tough but challenging. As is frequently the 
case in such environments, he was surrounded with frustrations but was also on an 
adrenaline high associated with his recent promotion. 
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The Ultimate Ultimatum 
At the end of the third month many things had changed. At Susan's 
instigation, Gerald and Susan discussed returning to the States. Gerald 
acknowledged that the new position was not as exciting as they had been led to 
believe, although he felt he was making real progress. The children seemed to be 
suffering from the move; Johnny would not leave the house and Kit had become 
friends with a pretty wild group of embassy children. Gerald and Susan were 
concerned about the long term effects of this international assignment on 
the children. Susan missed her career more than she had anticipated and Gerald was 
becoming increasingly frustrated with the energy level required to do what he had 
determined was a mediocre job at best. Frustrated, but still not willing to "give 
up", he wanted to stick with the job and finish the assignment. Susan and the 
children wanted to go home, and made this clear in no uncertain terms. The family 
pressures had built up, and after several overly heated discussions, they finally 
agreed that Gerald should tell his boss that the new position had not worked out for 
either him or the family. The next day, Gerald, obviously distraught, sent a fax 
back to his boss in the States. The fax read: "You can take this job and .... " 
Gerald reminded his boss that he was promised, if he would just agree to go to 
Malaysia and help out BIGBANK-KL, there would always be a job for him back in 
the U.S. Gerald recited the following problems and frustrations with the job: 
1. The Malaysian government's limitations on banking itself. 
2. Frustrations with a no nepotism rule in a country where nepotism was seen 
as a normal way of life, making it impossible for Gerald to dismiss some of the 
deadwood at BIGBANK. 
3. Constant infighting between himself and Mahmoud coupled with 
Mahmoud's popularity among the employees. How could he ever gain the 
legitimate power needed to run the bank as needed? 
4. The incessant struggles between the various ethnic/religious groups. 
Other personal reasons not noted in the FAX were: 
1. Susan was tired of being followed around all day by the maid, who was 
always giving sweets to the children behind her back. 
2. Susan did not want to spend another hour with the vapid alcoholics at the 
Club. 
3. Susan was sick and tired of being in a country that wouldn't let her use 
her skills and work outside the home. 
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4. Kit had come home from school in tears because she was told she must 
learn to speak Bahasa Malaysia and doesn't see why she should have to do this, 
because she's an American. In addition, there were no age appropriate friends in 
this area suited for Kit. 
5. Kit and Johnny were both frustrated by the requirement that everyone had 
to study the Bahasa Malaysia language in school even though everyone spoke 
English. 
6. Kit and Johnny were further frustrated by the fact that the television 
mostly showed Bahasa Malaysia films, and the American and English films were 
usually played later in the evening, after the children's bedtime. 
7. Johnny was failing his course in the History of Victorian England, and 
couldn't understand why he couldn't study American History instead. 
8. The home telephone had stopped working for the third time that week. 
Toward Some Solutions 
BIGBANK's Vice President of Human Resources was advised of the fact 
that the Senior Vice President of International Operations received a frantic Fax 
from Gerald, who explained what had happened with Gerald's work and family. He 
was aware that although Gerald really enjoyed the challenge of the job, he felt that 
he had no option available but to come home and wants to know where BIGBANK 
can place him. Since this is the second General Manager in less than two years to 
fail to complete an assignment in the KL branch, the Senior VP is very concerned. 
"After all," he said, "we just don't keep that level of job open just so that some 
quitter can come home to fill it." The Senior Vice President wants several issues 
resolved by their international HR department: 
1. What can/ should we do about Gerald and his family? 
A. Should we allow him to come home? 
B. Can we do something to encourage him to stay? 
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C. Can we provide some kind of overseas support to help him through 
this situation? 
D. Can we insist that he stay, but relocate his family back to the U.S.? 
E. Do we have anyone to take Gerald's place if he just quits? 
2. What can we do to avoid this kind of "nonsense" (as noted by the Senior VP) m 
the future? 
A. Can we develop some kind of a pool of candidates willing to relocate 
internationally? 
B. Could we have predicted Gerald and his family would have been 
quitters? 
C. Is there something about the Southeast Asian culture such that none of 
our expatriates can ever be successful? 
D. Should we have spent more time training Gerald? What about 
Gerald's family? 
E. In the future, should we avoid sending expatriates overseas? 
Prof. Leslie E. Dennis; Prof. Linda K. Stroh; both from the Institute of Human 
Resources and Industrial Relations, Loyola University Chicago. REPRINTED 
FROM (and revised): International Journal of Organizational Analysis, January 
1993, Volume 1, Number 1, pp.85-96. Used here with permission of the authors. 
Try answering the questions in the case study. It is not an easy problem. 
Clearly, there should not be situations like Gerald's. In reality, there are many 
such situations, some much worse. The training need is apparent. 
CASE2 
TOWARD A DEVEWPMENT STRATEGY FOR MADENINGASCAR 
1. BACKGROUND 
Madeningascar has been considered an international basket case. Military 
intervention has been a way of life, and stability for any length of time has been 
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hard won. With the democratic election of Prime Minister Ratsirraka, II in 
December, 1994, the world development community was encouraged. The free and 
democratic election after years of an election/military coup cycle, and the fact that 
the new Prime Minister was a former delegate to the regional council of the World 
Bank (International Bank for Reconstruction & Development) clearly spurred the 
funding potentials. The development community has at last taken a major step in 
addressing the needs of one of the world's poorest countries, Madeningascar. World-
wide requests for proposals were issued by the World bank, coordinating a 
combined effort by the World Bank, African Development Bank, U.S. 
Export-Import Bank, United Nations Development Program, the U.K. Crown 
Council, and the U.S. Agency for International Development. After an extensive 
review, the bidders were reduced to two firms: 
1. Terrence-Olsen-Perry and Downright (TOPDOWN), a U.S. based 
international consulting and engineering firm specializing in infrastructure and 
resources development improvement and; 
2. Bottoms-Upshaw Appropriate Technology Institute, (BOTTOMUP), based 
in Greenwich, England) a think-tank planning organization specializing in 
developing strategies for small unit development in newly emerging nations. 
2. BRIEFING 
Prime Minister Ratsirraka, II convened a meeting of representatives of the 
two firms, TOPDOWN and BOTTOMUP, and gave the following briefing. 
"We are pleased with your selection as the two best development 
organizations. Our friends at the UN and USAID have given you high praise, 
although noting your very different approaches. My task, today, is to present the 
challenges facing you in establishing a development plan for Madeningascar. Our 
nation's area is 226,658 square miles, making it one of the largest islands in the 
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world. Madeningascar is one of the world's poorest countries: a GNP of $190 per 
capita in 1989 (there are few recent statistics since then, due to the 
past military intervention). Our annual national budget (income) is $289 million, 
with government expenditures of $480 million. That debt structure makes it 
impossible to do anything without massive outside assistance. Fortunately, we 
appear to have significant support in the international community. 
"The country is predominantly agricultural. Nearly 80% of our labor force 
is engaged in subsistence agriculture. Yet, only 5% of the land is farmed, due to 
the mountainous areas. Farming has generally focused on production of cassava, 
rice, beans, bananas, corn, sweet potatoes at a subsistence level - that is, production 
is almost entirely consumed locally. It has been necessary to import rice about 
every 3-4 years. 
"Like many Africans, the citizens of Madeningascar do not like the very oily 
ocean fish that surround our island and continent. We prefer fish from rivers and 
streams. Fishing in these streams is good, but most of the 64,000 metric tons of 
fish are consumed locally. There is plenty of fish in the rivers and streams area, but 
there is no distribution system to spread this product throughout the country. 
"Our forests have been decimated, mostly for fuel. We have begun a modest 
reforestation project, but poaching lumber for firewood is a major problem. The 
eastern part of the country gets much rain from the monsoons, while most of the 
rest of the land is subject to considerable drought, much of that brought on by 
deforestation. We fear the arid plains may never be restored. Most of our efforts 
have been consumed with protecting the few trees that remain. 
"Our mineral deposits include bauxite, mica, graphite, and chromium, 
although none are currently exploited. Bauxite, the material central to aluminum, 
holds the most potential, although we lack any infrastructure for the development of 
this mineral. 
"Our cash crops are coffee, cloves, sugarcane, sisal, tobacco, and about 80% 
of the worlds supply of vanilla. Vanilla is our only solid cash crop, though it is, 
indeed, very solid in terms of bringing in some hard currency. 
"Non agricultural workers (about 22 % of the population is classified as 
urban) are primarily tradesmen, government functionaries, food processors (vanilla) 
clerks, and bankers. Most are concentrated in the capitol, Antanarivoria (population 
800,000). The next largest city, Thomasino, has a population of 139,000. After 
that, Madeningascar is a nation of towns and villages. There are about 12,000,000 
Madeningascarinians, and we are very diverse. About 27% of the population are Merina-
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Hova and 12 % are a related group called the Betsileo {both descended from Indo-
Malayan stock - Indian Ocean). The balance is a multitude of people including 
Arabs, Malays, 
Indonesians and Black Africans. Diversity is encouraged. We have two official 
languages - Malagasy and French. Children are required to take six years of 
compulsory Education. By the mid-80's, literacy had risen to 67%, and virtually all 
children in the 6-11 year age group attended school regularly. There was some fall-
off during the military intervention. About 21 % of the 12-17 year old's attended 
secondary schools. The University in the Antanarivoria is the country's institution 
of higher education. It has a very small student body of 1,500. Unfortunately, the 
educated/wealthy portion of our population tends to send their children to France for 
an education. Many do not return, and we, like many developing nations, are 
facing our own brain drain. 
"Our people live in subsistence poverty. Our children have schools, but few 
opportunities to use their learning. Our land has resources, but we seem unable to 
develop and exploit them. Our purpose is to change this terrible situation, and we 
seek your proposals. 
"What, then, do we need? Money, certainly. Money for schools, farm 
equipment, development of resources, new roads and highways, housing for our 
people, a revitalized capitol city, healthy environments, reforestation, food, new 
ways to develop our people and their skills. But we also know that money is only a 
start. We must bring our people out of subsistence living yet not become a nation 
overloaded with debt and pretty buildings. Somehow, we must meet their needs and 
maintain some of the culture that has given us the ability to survive no matter what 
faces us. village life, which is at the core of our character, must also be 
maintained. It must, in fact, learn to flourish. 
"That is what I have to say. Now, I ask you both to produce plans that will 
make this happen." 
3. CONCEYfUAL FRAMEWORK OF TIIE PROPOSALS 
3.1 TOPDOWN 
We see opportunity in Madeningascar. The opportunity for growth and 
expansion through development of infrastructure - highways to bring goods and 
people to the ports and the capitol. Centralization of commerce and industry in the 
capitol with jobs created by new buildings, more schools, more commerce. We see 
exploitation of mineral resources, pipelines to transport fresh water from the 
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highland to the arid plain. We see bauxite extraction and processing facilities. In 
fact, we see Madeningascar as a developed country in just a very few years. 
3.2 BOTTOMUP 
Our vision of Madeningascar is a view of the people of this country, in their 
diversity, learning to select and use appropriate technology to improve but also 
maintain their traditional small family villages. It is a vision fitting of Rousseau: 
diverse peoples living together under rules they have evolved over time. Fish, the 
healthiest of proteins, will continue to be the mainstay of life. But it can be dried 
on solar heating racks assembled locally. This will save wastage and create a dried 
fish export product. We see a process of helping Madeningascarinians solve their 
own problems through use of their skills, knowledge and available local resources. 
SAMPLE COMPARISON OF FIVE YEAR PLANS 
TOPDOWN YEAR 1 
• Begin building paved North/South 
and East-West highway, crossing at the 
capitol. 
• Require all vanilla be exported 
through government agency. 
Government pays farmers, sells vanilla 
on world market. 
• Withhold 20 % of vanilla from 
market, forcing price increase and 
considerable increase in hard currency. 
• Use additional income to build 
infrastructure, including new airport, 
appropriate government offices. 
• Dredge port for transport of 
processed bauxite. 
• Begin bauxite extraction. 
• Build processing plant. 
BOTTOMUP YEAR 1 
• Send teams of ethno-technicians to 
each major village, start process of 
developing appropriate technology 
(AT). 
• Send community organizers into the 
two major cities, form neighborhood self-
help teams, distinguishing between 
needs of various ethnic groups. 
• Teach techniques for recycling waste 
products (paper, cloth, animal waste) 
into firewood alternative. 
• Begin local community based tree 
planting in arid areas to restore shade 
and water. 
• Introduce alternative plant stock such 
as eucalyptus for firewood. 
490 
TOPDOWN YEAR 2 BOTTOMUP YEAR2 
• Enlarge university. 
• Set up program for new school 
construction using concrete building 
modules. 
• Use concrete module housing in 
capitol to meet demand for new housing 
by influx of people. 
• Build central sewage system for two 
major cities, using pelletized end waste 
product as fertilizer. 
• Develop pipelines for water from the 
wet regions to the capitol. 
• In ethnically mixed areas, begin 
school programs on the value of 
diversity, learning to share cultural 
heritage. 
• Establish local human waste disposal 
facilities in towns and villages. Use 
low technology approach. 
• Develop small solar panel water 
heating systems for cooking in cities 
and villages. 
• Create new secondary schools in 
medium villages that will provide 
housing to encourage continued 
education. 
TOPDOWN YEAR 3 BOTTOMUP YEAR 3 
• Begin exploitation of other minerals, 
establishing necessary extraction and 
processing facilities on site. 
• Expand highway network to serve the 
extraction industry. 
• Install electrical service through the 
capitol. 
• Introduce telephone system to the 
larger towns. 
• Seek/develop a joint agreement for 
assembly of foreign made automobiles. 
• Place heavy import fees and quotas 
on other imported autos. 
• Introduce vocational training in the 
University. 
• With local populations, begin 
development of regional market centers, 
where food, materials and supplies can 
be bartered or sold. Base these markets 
in secondary school locations, to 
develop appropriate level centers. 
• Begin development of hardpack 
(mud, stone) roads connecting villages 
and markets. 
• Provide contests for ethnically based 
literature, use appropriate technology to 
reproduce, local distribution. 
• Build additional vocational skills 
based on existing work areas such as 
hand made products, weaving, farming. 
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TOPDOWN YEAR 4 BOTTOMUP YEAR4 
• Use deep-drill water pumping and 
heavy fertilization to increase crop 
productivity. 
• Consolidate small villages around 
extraction/processing industries to 
maintain labor supply. 
• Continue expansion of highway 
system. 
• Establish system to limit use of 
automobiles in central capitol area to 
reduce pollution. 
• Begin planning for steel mill to 
supplement present auto assembly and 
extraction facilities. 
TOPDOWN YEARS 
• Develop infrastructure for Pan-
African Games. 
• Build U.N. Center. 
• Build Madeningascar Sports Center. 
• Expand Madeningascar Army and Air 
force. 
• Develop second five year plan. 
• Begin concentrated program teaching 
values of appropriate technology and self 
reliance in capitol city 
• Seek U.N. supplemental funding for 
additional reforestation to establish 
national wildlife park and preservation. 
• Use indigenous materials and 
regional involvement to develop a series 
of community colleges at each high 
school/market center. 
• Develop curricula for self-reliance 
using cultural knowledge and 
techniques. 
• Begin planning introduction of 
alternative methods transportation. 
BOTTOMUP YEARS 
• Introduce mini bus systems using re-
engineered trucks and pick-ups to 
establish village owned bus systems to 
regional centers. 
• Develop pipeline to provide clean 
water in major cities. 
• Begin process of establishing fish 
farms for restocking rivers and streams 
to counteract over-fishing. 
5. CONCLUSION 
Having reviewed the two five year plans, Prime Minister Ratsirraka, II 
decided to issue a new request for proposals, since the TOPDOWN and 
BOTIOMUP proposals defined a Madeningascar he had already seen in other 
developing nations. 
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On the one hand, the TOPDOWN approach provided tremendous 
infrastructure improvements, which meant jobs for his people. However, these 
plans inevitably caused centralization in the capitol city and was likely to lead to 
extreme overcrowding and a likely destruction of the culture of the people and a 
mixing of ethnically diverse groups that would undoubtedly cause great unrest. It 
also appeared to favor the urban areas to the detriment of the rural areas. 
The BOTIOMUP approach was quite different, building, as it did, on the 
intrinsic strengths of the village system. The problem with this approach is the 
whole question of appropriate technology? Who is to determine what is appropriate? 
Let there be do doubt: when you ask poor people what they want, they surely call 
for food and shelter. Given a choice, they also call for television, automobiles, and 
the good life they have heard of. Who then, would be deciding on appropriateness? 
Finally, like the TOPDOWN bias in favor of urban development, the BOTIOMUP 
proposal has a bias for the countryside and against the cities. 
Neither program was what he had in mind. The two proposals- were very 
much the flip side of the same coin. The coin of development, where those with 
wealth, the representatives of developed countries, tell those without wealth what 
they need, how they should live, and what they cannot have. 
And so he must try again. This time, he suggests the RFP will be stated in 
terms of the need for food, shelter, clothing and water. That way, at least Maslow 
should be happy. 
BIBLIOGRAPHY 
BOOKS 
Adler, Nancy J. International Dimensions of Organizational Behavior. Boston: 
PWS-Kent, 1991. 
Alger, Chadwick F. Perceiving. Understanding. & Coping With The World 
Relations of Everyday Life. Monograph. Mershon Center. The Ohio 
State University, May, 1993. 
Axtell, Roger E., Editor. Do's and Taboos Around The World. New York: 
John Wiley & Sons, 1990. 
Bailey, Elaine K. International Compensation, in Shenkar, Oded, Ed. Global 
Perspectives of Human Resource Management. Prentice-Hall, 1995. 
Bandura, Albert. Social Founciations of Thought and Action: A social cognitive 
theory. Englewood-Cliffs, NJ. Prentice-Hall. 1986. 
Bendix, Reinhard. Max Weber: An Intellectual Portrait. NY. Doubleday, 1960. 
Benimadhu, Prem. "Adding value through diversity." Canadian Business Review. 
Vol.22, Iss.l. pp. 6-11. 
Bernard, H. Russell. Research Methods in Anthropology: Qualitative and 
Quantitative Awroaches. Sage, Thousand Oaks, CA: 1994. 
Black, J.S., Gregersen, H.B., & Mendenhall, M.E. Global Assignments: 
Successfully expatriating and repatriating international 
managers. San Francisco: Jossey-Bass, 1992. 
Briscoe, Dennis. International Human Resource Management. Englewood Cliffs, 
NJ. Prentice Hall. 1995. 
493 
Callahan, Raymond. Education and the Cult of Efficiency: A study of the social 
forces that have shaped the administration of the public schools. 
University of Chicago Press. 1962. 
Connor, Walker. Ethnonationalism: the quest for understanding. Princeton 
University Press, 1994. 
Copeland, Lennie; Griggs, Lewis. Goin2 International: How to make friends and 
deal effectively in the 2lobal marketplace. New York: Plume, 1986. 
Czinkota, Michael; Ronkainen, Ilkka; Moffett, Michael; Moynihan, Eugene. 
Global Business. Fort Worth, The Dryden Press. 1995. 
Dennis, Leslie and Onion, Meredith. OUT-IN-FRONT: Effective Supervision in 
the Workylace. Chicago, National Safety Council, 1990. Second 
edition 1994. 
Dowling, P.; Schuler, R. International Dimensions of Human Resource 
Management. Boston: PWS-Kent. 1990. 
Fatehi, Kamel. International Management: A cross-cultural and functional 
peru>ective. Upper Saddle River, NJ; Prentice Hall, 1996. 
Flexner, Abraham. Universities: American. English. German. New Brunswick, 
NJ: Transaction Publishers, 1994 edition. 
Gates, Bill, with Myhrvold, Nathan and Rinearson, Peter. The Road Ahead. 
N.Y. Viking, 1995. 
Gordon, E., Morgan, R. and Ponticell, J. FutureWork: the revolution reshaping 
American business. Westport, CT: Praeger, 1994. 
Gutek, Gerald L. A History of the Western Educational Experience. lSt. Ed. 
Prospect Heights, Il: Waveland Press, 1987. 
Gutek, Gerald L. Cultural Foundations of Education: a Biographical 
Introduction. New York: Macmillam Co., 1991. 
Gutek, Gerald L. American Education in a Global Society: Internationalizing 
teacher education. N. Y. Longman, 1993. 
Hall, Edward T. Beyond Culture. Garden City, NJ: Anchor Press, 1977, 1981. 
494 
Harris, David. M.; DeSimone, Randy L. Human Resource Development. U.S. 
Harcourt Brace. 1994. 
Harris, P.R., Moran, R.T. Manafiinli Cultural Differences: high performance 
stratefiies for today's global manafier. Houston: Gulf Publishing, 1987. 
Hofstede, Geert. Cultures and Omanizations: Software of the mind. London, 
McGraw-Hill. 1991. 
Hofstede, Geert. Culture's Consequences: International differences in work-
related values. Newbury Park: Sage, 1980. 
Jayagopal, R. Human Resource Development: Conceptual analysis and 
strategies. Sterling Publishers, New Delhi, 1990. 
Kohls, Robert. Overseas Survival Kit for Overseas Living. Maine, Intercultural 
press. 1984. 
Lederer, William J. and Burdick, Eugene Burdick. The Ugly American. NY, 
Norton, 1958. 
Manchester, William. An American Caesar: Douglas MacArthur 1880-1964. 
Boston: Little Brown, 1978. 
Marquardt, M.; Engel, D. Global Human Resource Development. Englewood 
Cliffs, NJ, Prentice Hall, 1993. 
McAdams, Richard. Lessons From Abroad: How other countries educate their 
children. Lancaster, PA: Technomic Publishing, 1993. 
Mead, Richard. International Management: Cross Cultural Dimensions. 
Cambridge: Blackwell Publishers, 1994. 
Mendenhal, M., Punnett, B.J., Ricks, D. Global Management. Cambridge: 
Blackwell Publishers. 1995. 
Miller, Vincent A. The Guidebook for Global Trainers. Amherst, MA: Human 
Resource Development Press, 1994. 
Odiorne, George S.; Rummler, Geary A. Training and Development: A Guide 
for Professionals. Chicago: Commerce Clearing House, 1992. 
Parsons, Talcott. The Structure of Social Action: A Study in Social Theory 
495 
with Special Reference to a Group of Recent European Writers. 
Glencoe: The Free Press, 1937, 1949. 
Parsons, Talcott. The Social System. N. Y.: The Free Press. 1951. 
Phillips, Jack. Handbook of Trainin~ Evaluation and Measurement Methods. 
Houston: Gulf Publishing Co. 2nd Edition. 1990. 
Pike, Robert W. Creative Training Techniques Handbook. Minneapolis: 
Lakewood Publications, 1989. 
Rauschenbusch, Walter. 1907, Christianity and the Social Crisis. NY, 
Macmillan, 1907. 
Ricks, David. Blunders in International Business. Cambridge: Blackwell. 1993. 
Rao, P.S.; Rao, V.S.P. Personnel/Human Resource Management; text, cases and 
games New Delhi: Konark Publishers, 1993. 
Rao, T.V.; Silveira, D.M.; Srivastava, C.M.; Vidyasagar, R. HRD In The New 
Economic Environment. New Delhi: Tata McGraw Hill, 1994. 
Rohlen, Thomas P. Japan's High Schools. Berkeley: University of California 
Press, 1983. 
Shenk.a, Oded. Global Perspectives of Human Resource Management. 
Englewood Cliffs, N.J.: Prentice Hall, 1995. 
Silberman, Mel. Active Trainin~: A Handbook of Techniques. Designs. Case 
Examples. and Topics. Lexington Books, Maxwell Macmillan, 1990. 
Taylor, F.W. The Principles of Scientific Management, NU, 1911. 
Trompenaars, Fons. Riding The Waves of Culture: Understanding Cultural 
Diversity in Business. Nicholas Brealy Publishing, 1993. London. 
Veysey, Lawrence R. The Emergence of the American University, University 
of Chicago Press. 1965. 
Walton, Mary. The Deming Management Method. N. Y. Putnam. 1986. 
Walker, Danielle. Doing Business Internationally: The cross-cultural challenges. 
Princeton Training Press. Princeton, N.J. 1992. 
496 
Weber, Max. The Theory of Social and Economic Organization. New York, 
Oxford University Press, 1947. 
White, Merry. The Japanese Educational Challenge: a commitment to children. 
N.Y. Free Press. 1987. 
Whitney, Fred and Taylor, Benjamin. Labor Relations I.aw. Seventh Edition. 
Englewood Cliffs, N.J. Prentice Hall, 1996. 
Yip. George S. Total Global Strategy: Managing for worldwide competitive 
advantage. Prentice hall, Englewood Cliffs, N.J. 1992. 
ARTICLES 
Anderson, Jack B. "Compensating your overseas executives, Part 2: Europe in 
1992." Compensation and Benefits Review. July I August, 1990. 
Baker, J.C. "Foreign language and predeparture training in U.S. multinational 
firms." Personnel Administrator. July, 1984. pp.68-70 
Bandura, Albert. "The self system in reciprocal determinism." American 
Psychologist. 33 (4): 344-58. 1978. See also: 
___ . "Human agency in social cognitive theory. 11 American Psychologist. 
44 (9): 1175-84. 1989. 
497 
___ . "Effect of perceived controllability and performance standards on self-
regulation of complex decision making. 11 Journal of Personality and Social 
Psychology. 56 (5) 805-814. 1989. 
___ . "Impact of conceptions of ability on self-regulatory mechanisms and 
complex decision making." Journal of Personal and Social Psychology. 56 
(3) 407-415. 1989 . 
---
. "Selective activation and disengagement of moral control. Journal of 
Social Issues. 11 46 (1) 27-46. 1990. 
___ . "Impact of perceived self-efficacy in coping with stressors of the 
immune system." Journal of Personality and Social Psychology. 59 (5) 
1082-1094. 1990. 
___ . "Social cognitive theory of self-regulation." Organizational Behavior 
498 
and Human decision Processes. 50, 248-287. 1991. 
___ . "Perceived self-efficacy in cognitive development and functioning." 
Educational Psychologist. 28 (2) 117-148. 1993. 
Black, J.S., Mendenhall, M. "Cross-Cultural Training Effectiveness: A review and 
a framework for future research." Academy of Management Review. · 
Vol.15, N0.1, 113-136. 1990. 
Black, J.S. and Gregersen, H.B. "Personal Dimensions and Work Role 
Transitions: A Study of Japanese Expatriate Managers in America." 
Management International Review, 30, 1990. 
___ . "The Other Half of the Picture: Antecedents of Spouse Cross-Cultural 
Adjustment." Journal of International Business Studies, 22, 461-467. 1991. 
Bredin, James. "Old world lessons: why Europe trains managers in Japan." 
Industry Week. 242 (5), March 1, 1993. 
Bret, Jeanne. M. and Stroh, Linda K. "Willingness to relocate internationally." 
Human Resource Management. V.34, N3, Fall 1995. pp.405-424 
Caudron, Shari. "Lessons from overseas." Personnel Journal. Feb. 1995. pp. 5-6. 
Coale, D. Jack. "International Barriers to Progress." Journal of Management 
Development. V. l, 13 No.2, 1994. pp.55-56 
Dennis, Leslie and Stroh, Linda "Take this job and ... " International Journal of 
Organizational Analysis. 1, 1, 85-96. 1993. 
Dennis, Leslie. "The American way of work." The American Investment File. 
Vol. VII, pgs. 28-31, London, October 1984. 
Dennis, Leslie, Author. Commencement Address. Given to graduates of the 
MBA adjunct Trade Union Education Program for Union Officers, and 
faculty of the School of Business, Harvard University. Cambridge: Published 
by the TUEP as a pamphlet. 1976. 
Geber, Beverly. "The challenge of multilingual meetings." Off-Site Meetings. 
Special supplement from Training Magazine, July 1994. pp 5-6. 
___ . "The care and breeding of global managers." Training. July, v.29, 
p.36. 1992. 
Giusti, J.P.; Lightner, L.S.; Stillo, L.F. "Using inside expertise for global 
training." 
Human Resources Professional. v.7, n2. Pages 15-18. March/April, 1994. 
Gundling, Ernest. "Japan bound training." Training and Development. v46, n7. 
July, 1992. 
Hall, Kevin. "Worldwide vision in the workplace." People Management. U.K. 
May 18, 1995. pp.20-22 
Haslberger, Amo and, Stroh, Linda. "Premature return of expatriates: Reasons 
and possible remedies." Published Proceedings of Midwest Academy of 
Management, April 1991. 
Haslberger, Amo and Stroh, Linda. "Development and Selection of Expatriates." 
Human Resource Development Quarterly, J,, J,. 1992. 
Heitzman, Robert E., Lipton, Kwasha. "International employees: are they 
loosing out on retirement?" Financial Executive. Sep./Oct. 1990. 
Herzberg, Frederick. "One more time: how do you motivate employees?" 
Harvard Business Review. September-October 1987. pp. 109-120. 
Kazuo, Ishizaka. "School Education in Japan." International Society for 
Educational Information. Tokyo. (after 1988) n.d. 
Kobrin, Stephen J. "Is there a relationship between geocentric mind-set and 
multinational strategy?" Journal of International Business Studies. 
Third Quarter, 1994. 
Konen, S. "Training the International Assignee." In Goldstein, I. Training and 
Career Development. San Francisco, Jossey-Bass. 1989. 
Labbs, Jenifer. "How Gillette grows global talent." Personnel Journal. August, 
1993. 
Lowe, Frederick H. "Operating Overseas." Quoting L. Dennis regarding 
international training. Chicago Sun Times. April 16, 1995. 
Murayama, Magoroh. "Changing dimensions in international business." Academy 
of Management Executive. V.6, N 3. Page 88. 1992. 
Nagata, Adair Linn. "Less lecture, more learning." Training and Development. 
499 
American Society for Training & Development. April 1995. 
Odenwald, Sylvia. "A guide for global training." Training & Development. v47, 
n7. July 1993. 
Ohbuchi, K.; Takahas_hi, Y. "Cultural styles of conflict management in Japanese 
and Americans: passivity, covertness, and effectiveness of strategies." 
Journal of Am>lied Social Psychology. 24, 15. 1994. 
Petrini, Catherine. "The rising tide of global training." Training and 
Development. 49 (2). 1995. pp.9-10. 
Rahim, A. "A model for developing key expatriate executives." Personnel 
Journal, April 1983. 
Relocating in the Twin Cities. 1995. Star-Tribune Source Book. Star-Tribune. 
pgs. 118-121. 
Senker, Peter. "Supervision in manufacturing organizations." Journal of General 
Management. v20, nl. Pages 44-61. Autumn 1994. 
Shapiro, D. "Sayonara, kokusaik:a." Across the Board. v.30, n3, p.12-14. April 
1993. 
Sharma, Rajeev. "Management training in India; its nature and extent." 
International Journal of Manpower. vl3, n2, pgs.41-56. February 1992. 
500 
Society for Human Resource Management. International Human Resource 
Management: Reference Guide. Institute for Human Resource Management, 
Alexandria, VA. 1995. 
Soloman, Charlene M. "Success abroad depends on more than just job skills." 
Personnel Journal, Vol. 73, Iss.4. 1994. pp.51-54. 
Solomon, Charlene M. "How does your global talent measure up?" Personnel 
Journal. Oct. 1994. pp. 96-108. 
Stephens, G., and Black, J.S. "The impact of the spouse's career orientation on 
managers, during international transfers." Journal of Management Studies, 
28, 417-428. 1991. 
Stroh, Linda K. and Dennis, Leslie E. "What's fair is fair: a case study on 
affirmative action on the global scene." Journal of Management 
501 
Education. 1996. 
Stroh, Linda, Dennis, Leslie, Cramer, Tim. "Predictors of expatriate adjustment." 
Industrial Relations Research Association working paper series publication. 
Boston, January 1994. 
Stroh, Linda, Dennis, Leslie, Cramer Tim. "Predictors of expatriate adjustment." 
International Journal of Organization Analysis. April 1994. 
Stroh, Linda, Dennis, Leslie. "An interview with Madame Nguyen Minh Hoa: 
Vietnam's move to a market economy and the impact on women in the 
workplace." The Industrial Organizational Psychologist. 1994. 
n. 1. PP 37-42. 
Training & Development. American Society for Training and Development. v48, n6 
JUNE 1994. Adapted from Workforce quality and competitiveness: an 
international perspective, Evaluation Forum, U.S. Department of Labor, 
Employment & Training Administration, n9, June, 1993. 
Training & Development. "Best-in-the-World Practices." June, 1994. pp.56 
Tung, Rosalie L. "Career Issues in International Assignments." Academy of 
Management Executive, 241-244, 1988. 
Tung, R. L. "Expatriate assignments: enhancing success and minimizing failure." 
In M. Mendenhall and G. Oddou (Eds.), International Human Resource 
Management, Boston: PWS-Kent, 1991. 
Warner, Malcolm. "How Japanese managers learn." Journal of General 
Management. Spring. vl 7, n3. 1992. 
Williams, Gareth; Rowley, Thomas. "A Strategy to Provide Retirement Benefits 
for International Transferees in a Global Company." Benefits & 
Compensation International. October, 1991. pp.2-7. 
UNPUBLISHED MANUSCRIPTS 
Dennis, Leslie E. BASIC SUPERVISIO~. Proprietary training program 
developed by author, 1988, updated annually. 1996. 
___ , HRIR 428 Handbook On Training & Developing Human Resources. 
(Annual). 1996. 
___ , HRIR 422 Handbook On Global Human Resource Management. Annual, 
1996. 
Dennis, Leslie with Hirsch, Richard, Evaluation Re.port and Recommendations. 
Ethiqpia Transport Ministcy Seminar. Prepared for the Provisional 
Military Government of Socialist Ethiopia, Ministry of Transport 
and Communications, Addis Ababa, Ethiopia, March, 1986. 
502 
Dennis, Leslie, Editor and Principal Author; with Hirsch, Richard; Dennis, 
Barbara Hanson; and Dennis, Michael. The Tunisian Entrepot Re.port: 
U.S. Investment Opportunities and Prospects in Tunisia. Prepared 
for the U.S. Department of State, Trade and Development Program, 
Washington, D.C., 1984. 
Dennis, Leslie, Editor and Principal Author; with Hirsch, Richard and Malachuk, 
Daniel. June, Exhibitor Guide, Preparing to Attract Foreign Investment. 
Prepared by D.C. Associates, Inc. and Arthur Young International. Published 
by the U.S. Conference of Mayors, June 1983. 
Dennis, Leslie, Editor; with Hirsch, Richard and Adair, Roberta. Solar Energy 1 
. Installer/Maintainer Training Program Curriculum and Workbook. Solar 
Energy Industries Association, D.C. Associates, Inc., and U.S. 
Department of Labor, Job Corps. Washington, D.C. 1982. 
Dennis, Leslie, Editor and contributing author, with eight others. Conference 
Presentation Book for Invest in America's Cities. A collection of 
individual presentations on foreign direct investment problems and 
prospects. Published by the United States Conference of Mayors, 
Washington, D.C. Three editions, approximately 450 pages each. 1981, 
Zurich; 1983 Hong Kong; and 1983, Zurich. 
Dennis, Leslie, Editor and Principal Author; with Brown, Jerry; Hirsch, 
Richard; Brown, William; and Dennis, Michael. Plan for the 
Development of a HeaYY Industries Youth Training Center at Wakaf 
Tapai. Malaysia. Prepared for the Malaysian Ministry of Culture, 
Youth and Sports, and published by the U.S. Department of State, 
Trade and Development Program. Two volumes, approximately 600 pages. Washing-
ton, D.C. 1981. 
Haslberger, Arno. Expatriate preparation Policies of Midwestern Companies. 
Terminal Paper, Loyola University Chicago. Unpublished, 1990. 
IHK Industrie-und Handelskammer, Frankfurt am Main. 1995. Brochure. 
Regional chamber of commerce and industry. Borgenplatz, 60313, 
Frankfurt, Germany. 
International School of Minnesota. The. 1995. Proprietary School. Brochures. 
6385 Beach Road, Eden Prairie, MN 55344. Telephone 1-612-3500; Fax 
1-612-941-4015. 
ISF Internationale Schule. Frankfurt-Rhine-Main. 1995. Proprietary School. 
GmbH & Co KG. 1995. Affiliated with the SABIS™ School Network, 
International School of Minnesota. Telephone 069-2197-315 or 304. 
Fax 069-2197-441. 
Johnson, Virginia. Bumi Putra Women. Unpublished manuscript on Malaysian 
society. 1995. 
Or~anization Resources Counsellors, Inc. (ORC), 8750 w. Bryn Mawr Avenue, 
Suite 320, Chicago, IL. Comparative reports on European and American 
practices in expatriate compensation. 
Smith, Deborah. The Modification and Implementation of Shared Values in 
Europe. HRIR 448 Final Paper, unpublished. Loyola University Chicago. 
May 1995. 
503 
Stroh, Linda K., Brett, J.M., and Reilly, A.H. "What seems obvious may not be true: 
A family systems model predicting manager and spouse willingness to 
relocate internationally." Paper presented at Midwest Academy of 
Management, August, Las Vegas. 1992. 
GOVERNMENT/PUBLIC INTEREST REPORTS 
Pickert, Sarah M. Prq>aring For A Global Community: Achievin~ an international 
pers.pective in hi~her education. Report Two, 1992 ASHE-ERIC Higher 
Education Reports. The George Washington University. 1992. pp.20-21. 
U.S.Department of Labor/U.S.Department of Commerce. Fact Finding Report: 
Commission on the future of worker-management relations. Washington, 
D.C. May, 1994. 
ELECTRONIC MEDIA 
Dennis, Leslie and Johnson, Virginia. "Bumi Putra Women." Midwest Academy of 
Management, 1996, electronic publishing. 
Dennis, Leslie E., and Stroh, Linda K. 1992. Going Global; The Expatriate 
Experience. Video, 1992. Institute of Human Resources and Industrial 
Relations, Loyola University Center for Instructional Design, Loyola 
University Chicago. 
Gates, Bill. CD Rom disk included in his book, providing significantly more 
infomiation than is found in his book (Gates, Bill, with Myhrvold, 
Nathan and Rinearson, Peter. The Road Ahead. N. Y. Viking, 1995). 
INTERVIEWS 
Crowell, Kevin. Seminar Discussion: The Japan Group. Loyola University 
Chicago, Mallinckrodt Campus, November, 1994. 
Dennis, Charles L., Esq. Discussion regarding 3-M expatriate problems. 
August, 1996. 
Dennis, Michael L., Ph.D. Discussion regarding training strategies. 
July, 1996. 
504 
VITAE 
Leslie E. Dennis has served Loyola University Chicago in its Institute of Human 
Resources and Industrial Relations as a teacher, scholar, trainer and administrator 
starting from 1984. He has a Ph.D. from Loyola's Graduate School (1997, 
Educational Leadership and Policy Studies, International Cultural Issues). Earlier 
degrees include M.Sci.E. (1958, sociology) and B.Sci.Ed. (1957), both from North-
ern Illinois University, DeKalb, Illinois. 
Dennis is an Assistant Professor and Graduate Program Director in Loyola's 
Workplace Studies for the Program in Training and Development. He also 
coordinates the Global Human Resources concentration. Prof. Dennis has carried 
out applied research in the fields of international training, business, and education 
since the mid sixties. He has worked in over sixty countries spread across six 
continents. Publications include journals such as The Industrial Organizational 
Psychologist, Industrial Relations Research Association working paper series, Interna-
tional Journal of Organizational Analysis, Journal of Management Education, and 
others. As senior author (with Merideth Onion) he published Out in Front: 
Effective Supervision in the Workplace and with Linda Stroh produced a video, 
GOING GLOBAL: The Expatriate Experience. 
505 
APPROVAL SHEET 
The dissertation submitted by Leslie E. Dennis has been read and approved by the 
following committee: 
Gerald L. Gutek, Ph.D., Director 
Professor, Educational Leadership and Policy Studies & History 
Loyola University Chicago 
Steven I. Miller, Ph.D., 
Professor, Educational Leadership and Policy Studies 
Loyola University Chicago 
Ronald R. Morgan, Ph.D., 
Associate Professor, Curriculum, Instruction, and Educational Psychology 
Loyola University Chicago 
The final copies have been examined by the director of the dissertation and the 
signature which appears below verifies the fact that any necessary changes have been 
incorporated and that the dissertation is now given final approval by the Committee 
with reference to content and form. 
The dissertation is therefore accepted in partial fulfillment of the requirements for the 
degree of Doctor of Philosophy. 
November 26. 1996 
Date Director's Signature 
